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ABSTRACT
“SUPERLEADERSHIP” THE IMPACTS AND IMPLICATIONS
FOR PUBLIC EDUCATION
FEBRUARY 2004
FLAVIA L. ELDEMIRE, B.S. ROOSEVELT UNIVERSITY
M.A., JOHN CAROLL UNIVERSITY
M.B.A., UNIVERSITY OF MASSACHUSETTS AMHERST
Ph.D., UNIVERSITY OF MASSACHUSETTS AMHERST
Directed by Professor John C. Carey

SuperLeadership - leading others to lead themselves is a powerful alternative to
traditional leadership. “SuperLeadership” (Manz 1986) draws from both a psychological
and a management perspective on the development of leaders for contemporary times. It
is a theory of leadership with a conceptual framework that allows both the manager and
the subordinate to grow and develop. While most approaches to leadership do not allow
the followers to view themselves as competent, significant, and valued individuals in
their organization, SuperLeadership incorporates foliowers/subordinates into the
leadership paradigm.
SuperLeadership and its component of Self-leadership integrate some of the most
practical techniques and principles regarding leadership development of the individual.
Having examined the characteristics of effective leadership in the literature, the
researcher found that the best leaders are those who have the ability to facilitate
leadership for themselves and then expand this consciousness to others
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This study tested the hypothesis that “SuperLeaders” impact other leaders. Thirtytwo Superintendents and Principals from the Commonwealth of Massachusetts
participated in this study. Superintendents were nominated by their peers as
demonstrating “SuperLeadership” characteristics according to (Manz, 1996). Each
superintendent completed a Superintendents’ SuperLeadership Style Inventory. This was
a 48 item self-rating questionnaire regarding their SuperLeadership Style. Responses to
the questionnaire range from (Definitely not true - to Definitely true). These correlated
at 1.
Principals who participated in the study received and completed a packet
consisting of several instruments in which they self-rated their superintendent and
themselves. Each received the following instruments The Principal Perception of their
Superintendent SuperLeadership Style Inventory, a Job Satisfaction Inventory (JDI), a
Principal Job Efficacy and Principal Job Effectiveness instruments.
All instruments were tested and met the psychometric criteria for reliability. Item
analysis for each scale used in this study was completed using the Cronbach’s alpha
procedure to test the reliability of each instrument. Each scale had acceptable reliability.
In addition, in order to obtain qualitative date, four subjects were administered a short
questionnaire addressing leadership style.
In order to perform data analysis, pairs were form to include a Superintendent and
Principal from the same school districts. The data results show that there was no direct
correlation between Superintendents’ SuperLeadership Style and their Principals’
perception of their Style influencing their behavior. There was a direct correlation
between Job Effectiveness and Job Efficacy. This demonstrated a 30% shared variance

between the two variables Job Effectiveness and Job Efficacy, and it suggests that the
higher a Principal’s performance, the higher the level of efficacy the Principal has. The
data showed a high correlation observed with the Principal’s Perception of his/her
Superintendent’s SuperLeadership Style Inventory on several sub-scales: Supervision,
Work on Present Job, People at Work, and Job in General.
The results show that Work on Present Job had a significant correlation with both
Pay and Supervision. Responses to People at Work showed a significant correlation with
Supervision and Work on Present Job. There was also a high correlation between Job in
General, Supervision, Work on Present Job, and People at Work.
The results of the analysis also show no significant difference in how
Superintendents individually perceived their SuperLeadership Style, regardless of their
SuperLeadership group placement of high or low. However, results from the analysis
imply that the principal’s perception of his or her Superintendent’s SuperLeadership is
consistent with those who were placed in the high or low group.
Additionally, the results provide the ANOVAs for High, Middle and Low
Superintendents’ Self-Report Groups. The results show a significant difference in the
high, medium and low groups of the Superintendents regarding their own perception of
their SuperLeadership Style. The post-hoc analysis shows significant differences
between the high and the medium groups and the high and the low groups. The results
show that there was no statistical difference among the high, medium, and low groups
regarding Principals’ Perception of their Superintendents’ SuperLeadership Style. The
Principals in the high or low group also show no statistical difference in Job Efficacy, Job
Effectiveness, and all measures of Job Satisfaction.
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Finally, the results describe the ANOVAs for High, Middle and Low Principal
Rating Groups. The results show that Superintendents’ Self-Rating of their leadership
style does not differ whether they were grouped in the high, middle or low group.
However, there was significant statistical difference in how the Principals perceived their
Superintendents’ SuperLeadership Styles among the three groups. The results also show
no statistical differences in their ratings of Principals’ Job Self Efficacy and Job
Effectiveness. However, regarding Job Satisfaction as measured by Supervision and
People at Work, there was a statistical difference.
The results do show that according to principal self-rating that Superintendents
with SuperLeadership characteristics can have employee who will have greater job
effectiveness, greater job self-efficacy and higher job satisfaction. Some implications of
this study are that the theory of SuperLeadership can be used in other domains outside of
the business environment. Utilization of the SuperLeadership theory requires a strong
sense of self, internal strength, determination, fluidity, optimal thinking and selfknowledge, as well as empowerment and resilience, all of which are critical components
that further support effective leadership development.
Leadership skills can be acquired when a person studies, understands or engages
in the various elements of this model. When incorporated into an individual’s leadership
role, these yield the greatest effectiveness. While the aforementioned statement
addresses a work environment, this does not preclude leaders' development in home or
family situations, and it can even encompass personal relationships. Effective leaders
understand that empowerment of subordinates to develop a strong sense self-leadership
has its cost and its benefits. The benefits may be stronger task commitment, increased
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opportunities for leadership development, reduced administrative cost and better
customer service. On the other hand, the cost could decrease productivity when agreeable
objectives and priorities are not clearly defined. In essence, SuperLeadership and its
constructs are useful for practical purposes that can be used to enhance a person’s life.
In regards to Training & Development, it is estimated that organizations spend an
enormous amount of money on leadership training-- $3.5 billion, according to ASTD.
While training may vary from one organization to the next, Super-Leadership and its
constructs can be used as a fundamental Management Development training and for
Organizational Effectiveness. It can be also be customized for the following areas to
yield the greatest optimal performance in the following areas: Superintendents’ training,
Principal training, Managerial training, Parent Effectiveness training, Life Skills training,
Counselor Education training, Teacher training, and Executive Coaching and Career
Development.
Future empirical research is needed to examine the following: The
SuperLeadership Instrument with cross-functional uses bridging Liberal Arts and
Sciences with Business disciplines. In addition, examinations of attitudes, perceptions
and gender and racial differences can and should be explored to further enhance research
on SuperLeadership and Self-leadership. Finally, cognitive, behavioral and
developmental differences, when used with a broader audience outside of the
management operations, could be helpful to many.
Additional empirical studies linking self-efficacy and job effectiveness and
performance together could contribute to performance-management literature.
Longitudinal Studies could be conducted applying SuperLeadership and its constructs to
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children, teenagers and young adults in a variety of settings. In addition, since people are
living longer and jobs are more complex, this model can be applied to training adults,
elderly and career-changers for greater self-knowledge, self-leadership and
empowerment. As for Public Education studies could be conducted throughout
organizational structures, regionally and nationally.
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CHAPTER 1
SUPERLEADERS
Introduction
The focus of this study was to examine whether “Super Leaders” impact other
leaders. To investigate this issue, this dissertation addressed the following question: In a
public school administration setting, what is the impact of “SuperLeaders” on
subordinates’ self-rated job effectiveness, job self-efficacy, and job satisfaction?
We are now in a period of history where effective leaders and leadership are
needed in the corporate workplace, in Federal, state, and local governments, in homes,
communities, and, in particular, public elementary and secondary schools. The
availability and effectiveness of leaders in public school education continues to be a long¬
term concern (Cryss, 2000; Holye and Slater, 2001; Thomas, 2003). The U.S.
Department of Labor projects that 40% of the country’s 93,200 principals are nearing
retirement. This statistic highlights the need to call on the graying generations of school
leaders to become mentors to those who will be entrusted with our schools in the years to
come (Blackman & Fenwick, 2000).
The Educational Research Service (ERS) found that principals repeatedly
expressed a desire to augment their expertise and personal skills, but found the current
professional development activities at their schools lacking (2000). One likely solution
to address these concerns is to understand the effectiveness and the relationships that
exist between a superintendent and a principal using SuperLeadership theory as a
professional development catalyst for change. SuperLeadership perspectives may have
the potential to enhance administrative effectiveness. This study may contribute to
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understanding some measures of leadership effectiveness that can have a direct impact on
attrition, mentoring, and professional development with public school administrators.
SuperLeadership is defined as the leadership skill of leading others to lead
themselves by emphasizing the empowerment of others (Manz, & Sims, 2001). A
SuperLeader is one who: (1) is an effective self-leader, (2) models self-leadership, (3)
encourages followers to set their own goals, (4) creates positive thought patterns, (5)
rewards self-leadership, (6) promotes self-leading teams, and (7) facilitates a self¬
leadership culture (Manz & Sims 2001). This view is a departure from traditional topdown views of leadership. The underlying thrust of SuperLeadership is that the ultimate
source of leadership comes from within a person not from external forces.
This view suggests that, at its best, external leadership serves as a catalyst and
supports the inner leadership that dwells within each person (Manz and Sims, 1989). At
its worst, it “disrupts this internal process, causing damage to the person and the
constituencies he or she serves.” (Manz & Sims, 1991, p.l 8). Accordingly, the
SuperLeadership perspective suggests that the primary measure of a leader’s strength is
his or her ability to maximize the contribution of others through recognition of their
ability to guide their own destiny while at the same time, work to achieve the group or
team goals, as opposed to a leader’s ability to bend the will of others to his or her own
(Manz & Sims, 1991; 2001). The primary component of SuperLeadership is self¬
leadership.

Self-leadership is defined as ctthe process of influencing oneself to establish

the self-direction and self-motivation needed to perform.” (Manz, 1983; 1986; 1992a).
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The Super Leadership theory predicts that a SuperLeader will: be an effective
self-leader, model self-leadership, encourage followers to set their own goals, create
positive thought patterns, reward self-leadership, promote self-leading teams, and
facilitate a self-leadership culture (Manz & Sims, 2001).
SuperLeadership and Self-leadership has been successfully demonstrated,
practiced, and applied in team performance, special projects, and individual development
in Fortune 500 companies such as Motorola, General Motors, Ford, Allied Signal, Proctor
and Gamble, Texas Instruments, Lake Superior Paper, Honeywell, Prudential, Mayo
Clinic, and MD Anderson Cancer Center (Manz, Neck, Mancuso, and Manz 1997).
Examples of the application of SuperLeadership and self-leadership can be found
in many other successful businesses. At Applied Energy Services (AES) Corporation, a
publicly held 100 Fastest-Growing Company, the CEO and top executives make annual
visits to corporate plants and work side by side with floor employees not only to learn
their jobs but also to interact and to get to know workers. By participating fully in plant
activities, employees are able to not only interact with their top managers but are
motivated to appreciate their own work and put forth greater effort. Employees are also
able to recognize their managers’ leadership styles and learn how leadership wants the
business to increase. This message helps employees to appreciate the core business
strategy (Manz & Sims, 2001; Stewart, Manz & Sims, 1999).
At Investors Diversified Services (IDS), where the adequacy of team performance
was a concern because so much is expected quickly (managers were expecting too much
too soon) from employees (sill part of a team), self-leadership led management to
discover that patience and retraining were needed before employees could be required to
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increase their performance. SuperLeadership and self-leadership training helped
managers to set and realize accurate expectations of their teams, (Stewart, Manz, and
Sims, 1999).
In prior research conducted by Manz, et al. (1988), a survey of 3,580 mangers
indicated that thought patterns of higher-performing managers significantly differed from
those of lower-performing managers. In essence those who basically held positive selfaffirming thoughts were more productive and successful than those who held limited
beliefs about themselves and their performance. This data helps support the notion that
thought patterns; self-efficacy and performance can make a difference in leadership
development.
In the sports arena, one football coach learned that collaboration and allowing the
players to share their ideas could be the key to success (Manz & Sims, 2001). Another
example in sports is Phil Jackson, the coach of the National Basketball Association
(NBA) champions, the Chicago Bulls and the Los Angeles Lakers, and one of the most
successful coaches in the league. Coach Jackson understands that making the best out of
situations is important to team performance and he is skilled at helping his team members
believe in themselves. Phil Jackson’s’ mindset exemplifies both SuperLeadership and
self-leadership constructs (Manz & Sims, 2001).
Phil Jackson has been effective in setting team goals and for setting standards of
excellence for the teams he coaches. He has been consistently systematic in providing
plans of actions that lead to success for the teams he coaches. Jackson encourages a
mindset for high-level performance for himself and for the team he coaches. He allows
his team members to set personal goals for themselves which helps to stimulate self-
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leadership. Jackson is always optimistic about the future and winning, so he sees that
every win as a success. He also encourages collaboration between team members and
allows them to contribute to the creation of team plays and strategies. Off the court Phil
Jackson, encourages and supports his team members in their personal and professional
lives because he sees his team as one large unit set on a common path of success.
Importance of the Research
This research is important because it addresses three fundamental questions:
1) Can SuperLeadership be applied to public education environments? 2) If so, how do
individuals identified as SuperLeaders in public education rate their SuperLeadership
skills? Their self-ratings are very important because self-knowledge is a critical aspect of
being a SuperLeader, and self-ratings can provide some insight into how individuals view
themselves. 3) What impact if any does the SuperLeader’s style has on subordinates as it
relates a principal self-assessment of job satisfaction, job self-efficacy, and job
satisfaction?
Answers to these questions are important because they can support and serve as a
catalyst for the use of the SuperLeadership model in public education. The concept of
SuperLeadership and the use of its constructs of this model may be useful in public
education by addressing timely issues as: work incentives, training needs, supervision,
employee retention, best practices, productivity, and organizational dynamics, as
important incentives for performance. Until now, The SuperLeadership model and its
conceptual underpinnings have not been referenced in educational research particularly in
regards to administrative leadership roles in public education.
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This research is unique because it takes a different approach to examining
relationships that exist between a superintendent as “SuperLeader” and his or her
subordinates’ perception of that style, as well as, examining relationships between
principals self-ratings regarding their job effectiveness, job self-efficacy and job
satisfaction.
Of equal importance, and a motivating factor for conducting this research, is the
researcher’s personal experience. The researcher has witnessed first-hand the power of
the SuperLeadership model applied to the business context and to the researcher’s
personal life. With regard to the business arena, while working as a prior human
resources consultant to a large urban public school system in New England, the
researcher had an opportunity to work with and observe leaders in action. From this
experience, the researcher began to see differences in individuals who were effective
leaders and compared them to those who were not effective. What was most salient was
how employees responded to effective and ineffective individuals in leadership jobs.
This difference between effective and ineffective leadership and its “trickle-down” effect
caused the researcher to think more about the differences in leadership styles and
employee responses to them. This led to a desire to use an educational setting as one
ideally suited to a leadership study based on the SuperLeadership model.
Secondly, in the researcher’s own life, the researcher has applied and used
constructs of the SuperLeadership model to enhance her effectiveness as a woman, a
person of color, a parent, and as a professional. Finally, the success of SuperLeadership
and self-leadership in the corporate world suggests that the SuperLeadership model may
also be apply in public education. This application could significantly contribute to the
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future development of school administrators’ leadership development. In addition
application of this model could serve as another avenue for investigations involving not
only public education but also government and not-for-profit institutions.

Practical Implications for School Administrators
Public education settings differ from those in the corporate world. In corporate
environments, work outcomes are generally measured by profits and shareholder wealth.
It is assumed that the greater the profits generated by individuals or teams leading the
organization, the more effective the leader is. Lee Iacocca of Chrysler, and Bill Gates of
Microsoft for example, have gained widespread recognition as effective leaders in their
respective organizations.
Contrast the profit-driven business world to public education where work
outcomes are measured by student performance on standardized tests, school
achievement, literacy, graduation rates, college placement, and overall student
improvement. Public School superintendents and principals struggle to stay ahead. In a
recent study conducted by the nonprofit, nonpartisan research and education organization
Public Agenda for the Wallace-Reader’s Digest Funds, 853 public school superintendents
and 909 public schools principals state that bureaucracy and red tape, overwhelming
workloads, money and mandates, lack of control, testing and accountability, tenure and
leadership as an issues for public education (Johnson 2002). According to Johnson,
many respondents claimed that both education school curriculum and professional
development as off the mark — being impractical, unfocused, and geared toward training
researcher rather than developing school leaders.
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Retention of public school administrators is another issues that will continue for
the school districts across the country. Results from this research can help to address this
ongoing issue by examining the behaviors of identified “SuperLeaders,” drawing from
their experiences, and sharing the value, rewards and strategies of being effective school
administrators to encourage professional to enter or to stay in the field. According to
Sims & Lorenzi (1992), modeling displays the specific self-leadership behaviors that
leaders use to realize their own achievements and shows the value and specifics of
initiative and self-responsibility. The follower learns self-management behaviors through
day-to-day observation of the SuperLeader.
Opportunities could also be identified to communicate the sharing of
SuperLeadership stories to other administrators. For up and coming school
administrators, learning from the stories of others this could prove helpful to their
development. According to Bandura (1986), learning vicariously is one way to help a
person build his/her self-efficacy. When a person’s self-efficacy is increased, his/her
performance is enhanced. Communication of this nature can be one way to encourage a
school administrator’s belief in his or her own ability and may ultimately help increase
his or her commitment to the profession.
Training and development of SuperLeadership skills in public schools is
important. Training and development goals might be to: (1) improve an individual’s
level of self-awareness; (2) increase an individual’s skill in one or more areas of
expertise; and/or (3) increase an individual’s motivation to perform his or her job well to
meet a variety of strategic initiatives in public schools (Wexley & Latham, 2002).
According to Wexley & Latham (2002), this can be accomplished using three basic ways
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to improve individual performance by directing his or her efforts towards (1) cognition
(i.e., thoughts and ideas), (2) behavior, or (3) the environment in which a person is
working.
In February 2002, the Broad Center for Superintendents launched its first Urban
Superintendents Academy. This rigorous executive leadership development program was
designed to prepare the next generation of public education CEOs. Faculty was
composed of corporate CEOs, high-level government officials, nonprofit executives,
leading education policy-makers, practitioners, and researchers from across the county.
Topics included: The CEO: Effective Organizational Leadership in Education; Student
Achievement and Reinventing Schools for Success; Using Management and Instructional
Data for Decision-Making; The Politics of Urban School Leadership; The GovernanceManagement Team; Planning and Leading Systems Change; and Securing a Job as an
Urban Superintendent. The program had a customized skill-building component and a
mentoring program. In the mentoring program, participants were matched with a CEO
from the private sector and an Urban district superintendent. Field based performance
projects were included as a way to provide hands-on experience.
SuperLeadership and self-leadership can be useful models for others to become
more effective in their roles as school administrators. The results of this
SuperLeadership study suggest that a customized skill-building component can be
developed and recommended to training sites such as the Broad Center using
SuperLeadership and self-leadership strategies, to support performance enrichment for
superintendents.
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Additional empirical research on SuperLeadership is also needed in public
education. This is the first study using the model with superintendents in a public
education setting, and the results from this research project could serve as a catalyst for
other empirical studies. Studies might include principal-teacher relationships;
comparison studies between superintendents from other states and Massachusetts, which
might further validate the reliability of the instruments used in this study. Results from
such research could be helpful in developing strategies of leadership effectiveness across
administrative roles in education.
Finally, the results from this study could provide insight into productivity,
performance, and culture. SuperLeadership requires a culture that encourages employees
to think more consciously and to make appropriate decisions in line with the
organization. Employees should also be encouraged and able to self-monitor their
behavior and have the ability to manage their performance as well as set personal goals
(Sims & Lorenzi, 1992). According to SuperLeadership theory, a SuperLeader does in
fact create and require a culture that sustains employees and is concerned with socializing
new employees and maintaining the SuperLeadership profile for experienced employees.
By doing so, it produces an atmosphere conducive to long-term success and sustains life¬
long learning (Sims & Lorenzi, 1992). A systemic approach that is dynamic and fluid
could be created to fully support the development of self-leaders who, in turn, can
ultimately become SuperLeaders.
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Theoretical Implications of This Research
This research study can make contributions to the fields of management,
management education, psychology, and education. With regards to management
literature, the results will contribute to a diverse and growing body of literature on
SuperLeadership and self-leadership. Applying the theory to a different work context
expands the theory and further validates its usefulness. For the field of management
education, the practical usefulness of a study about SuperLeadership and self-leadership
would be particularly helpful in addressing such issues as professional training and
development in public education. According to the American Society of Training and
Development (ASTD), it is estimated that organizations spent at least $3.5 billion on
leadership training in 2002. While training needs and programs may vary from one
organization to the next, SuperLeadership and its constructs can be customized to fit
those needs.
With regard to psychology, cognitive and behavioral outcomes can be further
developed from the results of this study. Validity and reliability measures can be
addressed in depth to further examine the cognitive and behavioral aspects of
SuperLeaders. New ways may be identified to help individuals become more successful
and effective in their day-to-day experiences. As for contribution to the field of
education, one primary reason for this study was to bridge a management leadership
theory with an educational setting using school administrators. The results can provide a
foundation for future research on SuperLeadership in the field of education. If this study
had not been done, then the research of SuperLeadership and how it works within the
model of public education and public school administration would be left incomplete.
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Research Approach and Limitations of the Approach
The researcher utilized a quantitative, approach, to the study. Quantitative data
was collected from superintendents and principals from selected school districts within
the Commonwealth of Massachusetts. Mailing addresses were purchased from The
Massachusetts Superintendents’ Association, located in Boston Massachusetts.
Nomination surveys were mailed to 279 school districts in Massachusetts.
Quantitative data was collected using the following scales in this study:
Superintendent SuperLeadership Style Inventory, Principal Perception of Superintendent
SuperLeadership Style Inventory, both of the original instruments were titled and adopted
from In Search of SuperLeadership- Leadership Strategies (Self-Other). created in 1990
bv Henry P, Sims. Jr.. Ph,D. and Charles C. Manz. Ph.D.. the Principal Job Self-Efficacy,
Principal Job Effectiveness - which were developed by the researcher, and the Job
Satisfaction Inventory (JDI). Item analysis for each scale used in this study was
completed using the Cronbach’s alpha procedure to test the reliability of each instrument.
Each scale had acceptable reliability, which is mentioned in the results section of this
dissertation. These instruments were chosen for this study because they each represent a
measure that is directly correlated to the theory of SuperLeadership.
It has assumed for this study that if superintendents were high “SuperLeaders”
then their principal’s perception of their superintendent would be high with regards to
their leadership style. In addition, the researcher assumed principals would rate
themselves higher in terms of their own job effectiveness, self-efficacy, and job
satisfaction than those principals working under superintendents who are not rated as
high “SuperLeaders.”
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Peers nominated superintendents in this study as “SuperLeaders”.
Superintendents were also allowed to nominate themselves if they felt that they
demonstrated SuperLeadership qualities as well. Three principals from each school
district, whose superintendent had been nominated as a “SuperLeader”, were then asked
to respond to four surveys. An example from the Superintendents SuperLeadership
questionnaire is: my superintendent 1) gives me instructions about how to do my job; 2)
establishes my performance goals; and 3) gives me positive feedback when I perform
well.
Limitations of the Study
There were several limitations of this study. First, the researcher will address
concerns regarding the nomination of superintendents. This study looked at
superintendents who were nominated by their peers as “SuperLeaders”. This study did
not survey superintendents not nominated. Therefore for future studies, a full range of
competencies to be examined is suggested for a more robust study. There was a concern
regarding issues of individual bias and personal perception of nominators that may have
slanted the nominations process. Superintendents were given an opportunity to be
nominated by their peers. Each superintendent was also given the opportunity to
nominate him or herself if they felt they demonstrated SuperLeadership characteristics
used for the study. The researcher had no sure way of knowing if participants were
familiar with the concept of SuperLeadership, and if this may have affected their
responses. In addition a concern of the researcher was whether superintendents who were
nominating their peers could provide an accurate picture of the nominees’ abilities as
they relate to SuperLeadership. Were nominations limited by nominators’ perceptions of
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what they thought nominees did versus what the person actually accomplished and/or
how they performed? Some additional concerns of the researcher were the level of
variance between actual verses perceived performance when responding to questions on
self-reporting surveys.
There were limitations of the study with regard to participating principals. First,
principals were given an opportunity to rate their superintendent based on their
perception. The researcher had no control over accuracy of a principals’ perceptions
regarding their superintendent. Even thought measures were taken, however, to control
for bias by using a selection of three principals from each school district to respond to the
questionnaires regarding their superintendent. Some principals for instance, may have
had a personal bias toward or against their superintendent, and as a result, the principal
may have rated his/her superintendent lower or higher than necessary. Rating could also
differ regarding leadership perspectives. Accountability and leadership for
superintendents and principals are different. Superintendents, for the most part, look at
the big picture of a school system, while principals look at their concerns from a school
perspective.
Second, the researcher had no control over whether principals shared data or
responses about their respective superintendent(s) with their peers. Third, the researcher
had no way to validate the accuracy of self-reports by principals. Fourth, the number of
years a principal had held their current role may have impacted the responses regarding
self- and superintendents’ ratings.
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Definition of Terms
SuperLeadership: the leadership skill of leading others to lead themselves by
emphasizing the empowerment of others (Manz & Sims 2001, Manz, Neck, Mancuso and
Manz, 1997). A SuperLeader is one who (1) is an effective self-leader — someone who
understands and practices effective cognitive and behavioral aspects in managing
themselves on a day-to-day basis, (2) models self-leadership — someone who not only
applies the principle of self-leadership to themselves but models and influences others
through their behavior, (3) encourages followers to set their own goals — is someone who
encourages others to set goals for themselves, may even share strategies of their own,
with regards to how they set their goals but allows others to shape or create their own and
provide opportunities to bring them to pass without taking over; (4) creates positive
thought patterns -- is someone who has the ability and willingness to take time for critical
self-reflection in order to examine thinking patterns and to look for ways to improve their
thinking skills or patterns; (5) rewards self-leadership — is someone who can identify and
reward themselves and others for effective self-leadership in work/life situations; (6)
promotes self-leading teams -- is someone who encourages and supports teams to lead
themselves, by providing resources, training; time and infrastructure to help support the
team process; (7) facilitates a self-leadership culture -- is someone who has the know¬
how to create environments which enables teams to flourish independently (Manz &
Sims, 2001).

Superintendents SuperLeadership Peer Nomination: pertains to superintendents who in
their current role were nominated by their peers because they demonstrated
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“Super-Leadership'’ qualities. These qualities listed were: 1) Under his or her supervision,
the superintendent is effective and sets organizational goals and standards of excellence
for his school districts; 2) The superintendent possesses a systematic set of actions and
mental strategies leading to recognizable higher levels of performance that serve as
model for others; 3) The superintendent encourages subordinates to set goals and helps to
stimulate self-leadership in others; 4) The superintendent uses positive and constructive
thoughts daily and is optimistic about the future; 5) The superintendent takes time to
enjoy small successes; 6) The superintendent encourages collaboration and enables teams
to come up with creative ideas; and 7) The superintendent encourages, support and
provides leadership, resources, and support to principals in his or her district.

Superintendents SuperLeadership Self-Rating: was operationally defined as those
superintendents who completed a self-report of their own SuperLeadership style using the
Superintendents SuperLeadership Style Inventory. The original instrument is titled
In Search of the SuperLeader- Leadership Strategies Inventory (Self), created in 1990 by
Henry P, Sims, Jr., Ph,D. and Charles C. Manz. Ph.D. and ordinarily published and
distributed by Organization Design and Development, Inc. For the purpose of this study,
the word Superintendents was added to suit the participants of this study. There were no
other changes made to the questionnaire. All questions remained in their original state.

Superintendents SuperLeadership - Principals Rating: was operationally defined as those
superintendents who received a rating from principals within their school district. This
rating was based on the principals’ perception of their superintendents’ SuperLeadership

16

styles. The data was collected using the Principal Perception of Superintendent
SuperLeadership Style Inventory. The original instrument is titled In Search of the
SuperLeader- Leadership Strategies Inventory (Other), created in 1990 bv Henry P. Sims.
Jr.. Ph.D. and Charles C. Manz. Ph.D. and ordinarily published and distributed by
Organization Design and Development, Inc. For the purpose of this study. Principal was
added to the title of this instrument in place of (other) to suit the participants. There were
no other changes made to the questionnaire. All question remained in their original state.

Principal Self-Efficacy: Principals Self-Efficacy was operationally defined as those
individuals who received high scores on the Job Self-Efficacy Scale.

Principal Job Effectiveness: Principal Job Effectiveness was operationally defined as a
high score on the Job Effectiveness Scale.

Principal’s Job Satisfaction: Principal Job Satisfaction was operationally defined as a
high score on the Job Satisfaction Scale. The scale has six subscales: present pay,
opportunity for promotion, supervision, work on present job, people at work, and job in
general.
Research Hypotheses
•

Hypothesis 1: Superintendents, who would be identified, as “SuperLeaders” by
their peers would have high peer nominations, would also be perceived highly by
their principals, and would high self-ratings.
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•

Hypothesis 2a: Principals with Superintendents with High SuperLeadership Style,
based upon high and low peer nomination groups, would report greater job
effectiveness, higher self-efficacy and higher job satisfaction.

•

Hypothesis 2b: Principals with Superintendents with High SuperLeadership Style,
based upon Superintendents’ self-ratings would have greater job effectiveness,
higher self-efficacy and higher job satisfaction.

•

Hypothesis 3: Principals with Superintendents with High SuperLeadership Style
based upon Principals’ ratings would have greater job effectiveness, higher selfefficacy and higher job satisfaction.
Summary
The focus of this study was to examine whether “SuperLeaders” impact other

leaders. To investigate this issue, this dissertation addressed the following question: In a
public school administration setting, what is the impact of “SuperLeaders” on
subordinates’ self-rated job effectiveness, job self-efficacy, and job satisfaction?
The researcher used a quantitative, approach, to the study. Quantitative data was
collected from Superintendents and Principals in the Commonwealth of Massachusetts.
Quantitative data was collected using the following scales in this study: Superintendent
SuperLeadership Style Inventory, Principal Perception of Superintendent
SuperLeadership Style Inventory, both instruments were originally titled and adopted
from In Search of SuperLeadership- Leadership Strategies (Self-Other), created in 1990
by Henry P, Sims, Jr., Ph.D. and Charles C. Manz. Ph.D„ the Principal Job Self-Efficacy,
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Principal Job Effectiveness - which were developed by the researcher, and the Job
Satisfaction Inventory (JDI).
The result of this study is important because it can contribute to a diverse body of
literature in the fields of Management, Management Education, Psychology, and
Education. There were also practical implications that include, but are not limited to,
employee retention, incentives, training and development, attrition, best practices and
empirical research, productivity, environmental concerns and systemic dynamics that can
be applied to public school administrators.
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CHAPTER 2
REVIEW OF LITERATURE
Overview
The nature of this research project results from two major streams of thoughts:
management and education. In order to validate this project, it is important to understand
literature from both areas as it relates to this research project. This chapter will review
the relevant literature of leadership, followed by a synopsis of “SuperLeadership” theory
and the constructs of self-leadership and self-efficacy. This chapter concludes with a
review of the current state of public school leadership as it relates to public school
administrators and professional development.
Leadership
Leadership has been a topic of interest to historians and philosophers since
ancient times, but scientific studies as we know them began around the turn of the last
century. As our lives continue to become more complex the demand for leaders and
leadership will become particularly needed. Leaders and Leadership is needed now in
our work environments, homes, educational institutions, communities and just about
every arena of life. Yet, the current literature on leadership evidences that there was no
singular approach to or definition of leadership.
Leadership has been studied from several different angles, yet no one really
knows how leadership occurs, the skills that are required for one to be a leader, or how
one becomes a leader. Assuming this is true, by the conclusion of this paper, the
researcher hope to have a greater understanding of the relationship between one’s selfefficacy and his/her leadership skills and abilities. In addition, this section on leadership
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provides background information on the major theories and opinions regarding the
subject of leadership.
The key element of leadership development is to enhance the leadership trainee's
awareness of how people can be motivated in general, and how they motivate others in
particular. As a result, different models of leadership are based on different models of
motivation Self-efficacy can be thought of as a model of motivating individuals. Selfefficacy can be a model of leadership because it consists of tenets that shape and
influence leadership development. Modem society encourages people to follow recipes or
guidelines to successes, and/or by consulting experts to solve problems. When leadership
was equated with controlling people to reach a goal, such approaches were helpful.
Gull (1994), however, states that today, leaders have to serve in new roles.
Leaders today act as stewards rather than as managers or administrators, by suppressing
their egos and allowing others to gain credit and accept personal responsibility. Leaders
develop relationships, take risks, and become partners, nurturers, and facilitators. All of
this requires courage, integrity, and strength from within. Leaders find internally the
forces that make leadership fill with a diversity of emotions that may include passion,
vision, self-confidence, and tolerance for ambiguity, paradox, intuition, and empathy.
Bums (1978) defines, leadership, as a universal human activities in which leaders
influence followers to attain goals that correspond to their motives, needs, wants, hopes,
and expectations. Because "leadership is defined in a variety of ways," it is studied in
different. Many of the articles reviewed (Yukl, 1998; Bass and Stogdill, 1981) stated that
leadership involves a complex set of factors to the extent that and some people may
conclude that leadership is intangible, and too mysterious and cannot be learned.
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The following section explores these leadership models, which are adopted from
Bass & StogdilPs Handbook of Leadership 1981. Several of the theories are grouped
together to allow for ease of reading and to show developmental flow of leadership
progression over time. The categories are grouped as follows: personality and situational
theories; interaction and social learning theories; models of the interactive process;
perceptual and cognitive theories; and a hybrid theory which is commonly known as
"transformational” leadership. The content of each section is described and concludes
with a summary analysis table. The table of the category groupings includes a
description of the theory, research generated, and personal critique by the researcher.

The Concept of "Leadership" throughout History
Personality and Situational Theories and Models of Leadership
Many people believed that leaders possess unique, inborn traits, and that great
leaders are discovered not developed. The "great man” theories led to trait or personality
theories of leadership. Trait theory is founded on the idea that leadership can be
understood by studying characteristics of great leaders. Trait can refer to any aspect of
one’s personality, including their values, motives, and needs, intelligence. Today, the trait
research is slowly rediscovering how leaders’ attributes relate to leadership behavior and
effectiveness (Yukl, 1998).
Prior to 1970, researchers tended to discount the results of earlier trait studies.
Trait research was facilitated by the rapid development of psychological testing during
the period 1920 to 1950. But, many theorists concluded that trait research was fruitless,
in part, because it was difficult to identify or predict a particular set of traits needed to
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become a successful leader (Stodgill, 1948, 1974). The trait theory model(s) suggest that
successful leaders are intelligent and dynamic, they see and understand the big picture,
and are highly motivated to become leaders. This assumption has been supported by
recent systematic attempts to identify characteristics and practices exhibited by successful
leaders.
For instance, Pfeiffer's (1991) review found that although researchers identify
leadership characteristics differently, they commonly emphasize: (a) a belief in their
ability to develop the potential of followers; (b) an ability to establish and communicate
goals that are challenging, realistic, and attainable; (c) an ability to see themselves as
winners; (d) a commitment to excellence and a genuine, intense enthusiasm for what
they do; and (e) a focus on the human aspect as well as task procedure, concepts and
technologies.
According to situationalism developed by Hersey and Blanchard 1977, which
should not be confused with Situational Leadership theory, leaders are the product of the
situation not the blood relative or son of the previous historical leader (Stodgill, 1975).
Time, place, and circumstances were given equal importance in leadership development.
This conceptual idea is in direct opposition to trait theory in that situationalism suggests
that leadership is all a matter of situational demands, that is, situational factors determine
who will emerge as the leader. James (1880) pointed out that the "great man" needed
help that in order to be great, his talents needed to fit the situation. According to Bass
(1981), both the great man theorist and the situational theorist attempted to explain
leadership as a result of a single set of forces and in so doing overlooked the combined
effects of individual and situational factors.
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Table 2.1: Personal and Situational Theories
Persona] and Situational Theories:

Adopted from Bass & Stodgill’s Handbook of
Leadership, 1990
Great Man Theories

Research
Generated:

Bibliographical.

Women were
not included.

You must be bom
into the world with
certain innate
characteristics.

This may not
be true based
upon the idea
of what makes
superior
qualities no
one can really
say.

Many people felt that "history is shaped by great men,"
for example going back in history to the idea that,
without Moses, the Jew would have remained in Egypt.
Without Winston Churchill, the British would have given
up in 1940. This theory was developed from the idea that
leaders created what the masses could accomplish Bass,
1990. Carlyle’s (1841) essay on heroes tended to
reinforce the concept of the leader as a person who is
endowed with unique qualities that capture the
imagination of the masses. These were men of the abler
class; men who expressed a higher purpose and a greater
calling. Even though there were “great women”, they
were often overlooked and not included.
Some of the great figures included Thomas
Jefferson, Friedrich Nietzsche, Nikolai Lenin, William
James, John F. Kennedy Jr., Martin Luther King, Lee
Iacocca, and Douglas MacAuthur.
The Trait Theories

It’s often assumed that if a leader is endowed with
superior qualities that differentiate him from his
followers, it should be possible to identify these qualities.
This assumption gave rise to the trait theories of
leadership (Kohs & Irle, 1920). L.L. Bernard (1926),
Bingham (1927), Tead (1929) Page (1935), and
Kilboume (1935) all explained leadership in terms of
trait personality and character. These traits may have
included intelligence, dominance, self-confidence,
achievement orientation and interpersonal skills.

Researchers’
Critiques:

Continued, next page.
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Table 2.1 (continued)
Personal and Situational Theories:

Adopted from Bass & Stodgill’s Handbook of
Research
Researcher
_Leadership, 1990_ Generated_Critics
Personal-Situational Theories
These theories
People and
Personal-situation theorists argue that theories of
looked at People
situations can
leadership cannot be constructed in a vacuum. They
and situations
and do
must contain elements of the situation. Any theory of
simultaneously.
change.
leadership must take account the interplay between the
However,
situation and the individual. James (1880) pointed out
leaders who
that the "great man" needed help-that his talents needed
are most
to fit the situation. According to Bass (1981), both the
effective are
great man theorist and the situational theorist attempted
fluid in their
to explain leadership as an outcome of a single set of
roles and more
forces, and overlooked the combining effects of
adaptable to
individual and situational factors. Westburg (1931), in
changing
reaction, suggested that the study of leadership must
situations.
include the intellectual, and action traits of an individual.
It also included, the specific conditions under which the
leadership emerges
Parent’s had a
What happens
Psychoanalytic Theories
major role in
to those
Parental figures are key to the internal development
shaping and
individuals
of children these theories attempt to explain the
influencing
who are
leader's political behavior from early childhood and
leadership
without
family developments. Freud (1922), as well as
development.
parent, or who
many other psychoanalytically- oriented writers
are adopted?
such as Erikson (1964), Frank (1939), Fromm
How does that
(1941), and H. Levinson (1970), addressed
impact this
leadership issues at length (Bass 1981).
theory?
Psychohistory

This accounts for personal recollections, published
accounts, journalism, and biographies of individuals in
leadership positions. Kemberg (1979) looked at the
"behavior behind the man." He examined the schizoid,
obsessive, paranoid, and narcissistic character structure
of leaders.
Crises and Charisma

Kets de Vries (1990) states that, charismatic leaders arise
during a crisis out of a sense of their own grandiosity and
the group’s sense of helpless dependency. For Hummel
(1975), projection by the follower is at the root of their
intense love for charismatic leader. Followers see the
leader as a superhuman hero due to their unconscious
projections.

Psychological
influences shape
and create leaders.

Ego and personal
needs are
addressed.

Culture,
worldview,
and global
dynamics
always
influence
history.
Charisma can
also be seen as
a negative,
even though it
may be
moving and
inspiring.

Continued, next page.
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Table 2.1 (continued)
Personal and Situational Theories:

Adopted from Bass & Stodgill’s Handbook of
Research
_Leadership, 1990_Generated
Group and family
Group Dynamic
Interactions.
Freud (1992) suggested that group members act like
family members in developing their ego identifications.
They form a common libidinal connection with their
leader (father) by incorporating his image into superegos.
Leadership in group dynamics can be viewed from
several perspectives, such as from the role of the group
leader in therapeutic groups settings, in families, from a
central person in a group who is the a model to be
admired, as well as the members’ ego ideal. Followers
may internalize his/her standard of conduct or come to
fear him/her as aggressor. In addition, Bion's (1948,
1961) work has had the most influence in the literature of
leadership in groups. He sorted leader-member relations
into four “cultures”: task-oriented, dependent, fight-fight,
and paring.
Political Theories of Leadership
Leaders are people
These theories incorporated operant conditioning,
of strong political
consciousness raising in small groups, confession and
influence.
self-criticism, and critical feedback. They also included
unquestioning loyalty and obedience to superiors who
help to produce order and prosperity to be shared by
those worthy by race (Nazis). Other races were to be
enslaved or exterminated. Since those in leadership
could do no wrong, each subsequent levels of leadership
below could be equally infallible.
Prescribed
Humanistic Theories
Individual as a
Humanistic theories draw upon the ideals in the west of
“motivated”
democracy and individual freedom. Several theorists,
organism, Self
Maslow & Hersey and Blanchard, McGregor, Argyris,
directed.
Likert, Blake and Mouton, were concerned with the
development of the individual within an effective and
cohesive organization. They assumed that individuals
were a motivated organism by nature, and that
organizations by nature are structured and controlled.
Therefore, environments must support individuals and
provide space for self-direction to occur.
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Researcher
Critics
Groups are
fluid and are
always
changing; this
is also true for
the leader and
his or her
behavior.

Power and
influence can
sometimes
lead
individuals to
have a sense
of false power,
and they can
use power to
extremes.
Some
organizations
are not healthy
or of sound
functioning;
this could
inhibit the
development
of leader
potential.

Interaction and Social Learning Theories and Models of Leadership
Interaction and social learning theories explain leadership effectiveness in terms
of situational moderator variables. These theories are also called “contingency theories.”
The path goal theory of leadership was developed to explain how the behavior of a leader
influences the satisfaction and performance of subordinates. Built on an early version of
the theory Evan (1970), House (1971) by formulating a more elaborate version that
included situational variables. In essence, path-goal theory of leadership examines how
aspects of leader behavior influence subordinates’ satisfaction and motivation. In
general, leaders motivate subordinates by influencing their perceptions of likely
consequences for different levels of effort. If subordinates believe that only making a
serious effort can attain valued outcomes and that such an effort will be successful, they
are likely to make the effort (Yukl, 1998).
The situational leadership theory (Hersey & Blanchard, 1984) prescribes a
different style of leadership behavior depending on the confidence and skill of a
subordinate in relation to the specific tasks to be accomplished. Yukl (1971) multiple
link model describes how a leader can influence intervening variables to improve group
effectiveness. Using this model as a frame, performance is optimal when members have
a high level of skill and a level of motivation. Fiedler's (1967) contingency model
describes how the situation moderates the relationship between leader traits and
effectiveness. Fielder assumed that leaders could be characterized by their leadership
styles, in terms of their orientation to the followers.

27

Table 2.2: Interaction and Social Learning Theories

Interaction and Social Learning Theories:
Adopted from Bass & Stodgill’s Handbook of
Leadership, 1990
These theories explain leader-follower relationships

Leaders-Role Theory

Research Generated:
Role definition.

Roles often define what leaders will emerge with in a
group. Perceptions and expectations of both the
leader and the follower roles are often effected by the
organization's formal policies and procedures,
informal communication with colleagues, past
experiences, and individual needs and values (Kahn
& Quinn, 1970). Theorists such as Homans (1950)
developed a theory about leadership role by using
three basic variables: action, interaction, and
sentiments.

Researcher’s
Critiques:
Suggest something is
wrong or missing
Role definition can be
limited and affected by
organization culture.

Role Expectations.

Theories about attaining of Leadership Roles

Those who may appear
as the leader may not
necessarily be the best
leaders for the group.
Motives and reason
play a large role in this
model.

According to Bass (1981), these theories attempt to
explain who emerges as a leader of a group and why.
Hemphill (1954) looks at how institutional
expectations play a vital part in creating structure of
the group and leadership formation. Stogdill (1959)
developed an expectancy-reinforcement theory of
such role attainment. This theory attempted to
explain the emergence and persistence of leadership
in the early stages of group development.

Reinforce-Change Theory
Bass (1960) proposes that this leadership model is
evidence when the effort of one member in a group
changes the motivation, understanding, or behavior
of other members. A change will be observed in
other members if the initiating member is successful.
A group is formed when people feel their efforts are
valued and support and not punished and criticized
for their efforts. As a result, changing the member’s
expectations of being rewarded or punishment
increases motivation. Other factors that should be
taken into account are the physical, psychological,
and social distant of individuals.

28

Rewards and
Punishment.

Those who appear as
the leader may not
necessarily be the best
leader for the group.
Motives and thought
reason play a large role
in this model.

Table 2.2 (continued)

Contingency Theory
Fielder (1967) dominated much of the research in
this area. His premise is that the effectiveness of
task-oriented and relation-oriented leaders is
contingent on the demands imposed by the situation.
Leaders were rated according to their ability to judge
the least-preferred co-worker in relation to task and
relationship orientations.
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Leaders are
relationship-driven and
focused. Leaders
should match those
concerns with
organizations for the
right fit.

Leadership styles can
change as individuals
grow and mature, and
some organization
cannot change as fast.

Table 2.3: Theories and Models of Interactive Processes
Theories and Models of Interactive Processes:
Adopted from Bass & Stodgill’s Handbook of
Leadership, 1990

Research Generated:

Multiple-Linkage Model
This model created by Yukl (1971) proposes that
there exist multiple dimensions (interactions) that
account for a leader’s development. This model
includes the leader’s role (s), subordinate's effort and
skill abilities in task performance, resources
available and group's cohesiveness. This model is
unique in that it examined short-term and long-term
leader effectiveness and it’s impact on subordinates'
satisfaction.

Links behavior and
organizational structure.

Multiple-Screen Model
This model looks at the interaction between leader's
intelligence and his/her group's performance.

Relationship
between leaders’
intelligence and group
performance.

Vertical-Dyad Linkage
This model created by Graen (1976) assumed that
the leader behaves in a unique manner toward each
follower and that those distinctions ought to be
analyzed separately. According to Graen, leaders
place followers in two groups: in-group or out-group,
and leaders behave differently to each member in
each group.

Leader members
exchange
social interactions.

Exchange Theories
This model examines the nature of exchange
between leaders and followers. It is assumed that
leaders ad followers makes contributions at a cost to
them and receive benefits at a cost to the group or
other members.

Examines reciprocal
relationships.

Behavioral Theories
These theories by Davia and Luthans (1979)
emphasized that reinforcement and receipt of
rewards (or the avoidance of punishment) is
contingent on the subordinate behaving as required.

Reinforcement of
avoidance of
punishment.

Researcher’s
Critiques:
What happens when
one or more of the
elements/proponents
are not a part of the
structure? Will the
leader still have
success?

Subject to personality
and style differences.

Perception and personal
values impact decisions
made by leaders.

Assumption may be
faulty; and uneven
exchanges can occur.

Behaviors can be
learned and do not
always yield the most
optimal outcomes.

Continued, next page.
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Table 2.3 (continued)
Communication Theories
These theories create a framework for addressing the
issues of success of emerging leaders in small
groups, in obtaining cooperation from other members
of the group and in resolving struggles for leadership
status.

Communication styles
of leaders.

Communication styles
vary tremendously and
do not reveal the
underlying power
structure.

-

Perceptual and Cognitive Theories and Models of Leadership
These theories (Pfeiffer, 1997) propose that, in order to understand the behavior
of the individual leaders, we must begin to by attempting to find out what they are
thinking about the situation in which they find themselves. Leadership perceptions
depend on whether the leader acts like a leader and those who follows implicit theories
leaders and their followers have about leadership (Edan and Leviatan, 1975).
In addition, perceptual and cognitive theories examine the conditions under which
cognitive resources such as intelligence and experience are related to group performance.
Yukl (1998) suggests that this is an important research question, because organizations
use measures of prior experience and intelligence when selecting managers.
According to cognitive theories, the performance of a leader's group is determined
by complex interactions of leader traits, intelligence, and experience (Yukl, 1998).
Situational variables, such as interpersonal stress, group support, and task complexity
determine whether a leader's intelligence and experience enhance group performance.
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Table 2.4: Perceptual and Cognitive Theories
Perceptual and Cognitive Theories: Adopted
from Bass & Stodgill’s Handbook of Leadership,
1990

Research Generated:

Researcher’s
Critiques:

Attribution Theories
These theories propose according to (Pfeiffer,
1977) that in order to understand the behavior of
individual leaders, we must begin by attempting to
find out what they think about the situation in
which they are the leader. Also whether they are
seen to act like leaders depends on their and those
who follow implicit theories about leadership
(Eden & Leviatan, 1975).

Perceptions of
attributing causality to
events.

Information Processing
Lord (1976) saw the utility of studying the shared
problem spaces of leaders and followers when they
tackle a common task. For example, a leader was
expected to devote more effort to developing an
orientation and definition of the problem for the
group when the actual task lacked structured (Bass
(1981).

Information based.

Open-Systems Analysis
This theory of leadership implies sensitivity to the
larger environment and organization in which
leaders and their subordinates are embedded. To
(convert inputs and outputs) flows of energy and
information must occur in the system (Bass, 1981).

Outside environmental
constraints.

External influences
fluctuate and change
rapidly.

Therapeutic Groups
Liberian (1976a) explained change-induction
groups, such as psychotherapy groups, encounter
groups, self-help groups and consciousness-raising
groups, in terms of systems thinking.

Leadership within
therapeutic groups.

Emerging Leaders will
always change as
individuals change and
grow and the context
and nature of the group
matures and changes
cycles.

Incorporating Macro-Micro Levels
This multiple prong approach includes both macro
and micro theories. Structure and level also can
impact the complexity of leader-follower
relationships.

Multiple models
embedded in larger
organizational models
and theories.

Rational-Deductive Approach
Vroom and Yetton (1974) rationally linked
accepted facts about leadership style most likely to
succeed. They posed ten questions leaders should
ask themselves when making decision with their
subordinates (Bass, 1981).

Logic based.

No single person should
be given the credit for
the total success of an
organization.

Is information and
feedback always
accurate? Is this
information always
interpreted, consistently
and accurately?

Can be very confusing
and complicated;
however, it can also
serve to flush out
hidden meaning and
concepts.

Sometimes what makes
sense to one person will
not hold true for others.
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Hybrid Theories of Leadership
These models focus on what the leader accomplishes, rather than on his or her
personal characteristics role relationship with group members (DuBruin, 1998).
According to Bums (1978), transformational leadership is based on the principle of
mutual stimulation and elevation. Here, Bum's theory of transformational leadership
embraces influence theory that implies a reciprocal relationship but does not infer
domination. Leadership is thus the art of ensuring that group members work together
with the least amount of friction and the most cooperation (Johnson & Johnson, 1991).
Transformational leaders are often described as movers and shakers, visionaries,
intellectual leaders, leaders of reform, innovators, and heroes (Bass, 1991). These leaders
recognize potential followers’ needs (that transcend exchanges). They inspire their
followers a higher order of satisfaction of needs such as self-actualization, esteem, and
belonging (Maslow, 1965, 1970). This type of leadership can be exhibited by anyone in
the organization regardless of position and may involve people influencing peers or
superiors as well as subordinates (Yukl, 1998).
Transformational leadership can be viewed both as a micro-level influence
process between individuals and as a macro-level process that mobilizes power to change
social systems and reform institutions. At the micro level of analysis, transformational
leadership involves shaping, expressing, and mediating conflict among groups e as well
as to motivating individuals. Conflicts among factions make the leader's life more
difficult, but at the same time, conflicts are useful for mobilizing and channeling energy
to achieve shared ideological objectives.
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Table 2.5: Hybrid Theories

Hybrid Theories: Adopted from Bass &
Stodgill’s Handbook of Leadership, 1990

Transformational Leadership
This model focuses on what the leader
accomplishes rather than on the leader's
personal characteristics or her or his
relationship with group members (DuBrin
1998).

Research
Generated:

Researcher’s
Critiques:

Examinations of
leaders who
transform
organizations in a
major way are often
seen as charismatic
with a strong sense
of vision and
mission.

Skills of a
transfer mational leader
can be acquired
by others over
time.

When the above theories are analyzed, it becomes apparent that, while these
theories look at biological factors, situations, and structures that created, supported or
enhanced leadership; self-efficacy has not been directly addressed as an influencing
factor in leadership development. One way to enhance a person’s self-efficacy is to
accentuate his/her SuperLeadership and self-leadership skills. The next section of this
paper explores those factors
SuperLeadership
The process of developing self-leadership in others has been coined
"SuperLeadership" by (Manz and Sims, 1991; Sims and Lorenzi, 1992). This is a
paradigm shift from the traditional management mindset of control and direction.
According to Manz & Sims (1991) and Sims & Lorenzi, (1992), the primary role of
leader is to help subordinates develop skills in self-management.
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Self-leadership
Self-leadership is the process of influencing oneself to establish the self-direction
and self-motivation needed to perform (Manz 1992a). This aspect of management was
developed primarily from the social cognitive literature (Bandura, 1977a, 1986) and
related work in self-control (Cautela, 1969; Goldfried & Merbaum, 1973; Kanfer, 1970;
Mahoney & Amkoff, 1978, 1979; Mahoney & Thoresen, 1974; Thoresen &Mahoney,
1974. In the organizational literature, the primary focus has been on the related process
typically referred to as “self-management” (Andrasik & Heimberg, 1982; Manz & Sims,
1980; Marx, 1982; Mills, 1983; Hackman, 1986). ). The model has been also n
Spirituality (Krishnakumar & Neck, 2002).
It is important to note, however, that while the concepts of self-management and
self-leadership refer to related processes, they are distinctly different. Manz and Sims
(1980) introduced the construct of self-leadership as a specific substitute for leadership
by drawing upon psychological research (e.g. Thoresen and Mahoney, 1974) to identify
specific methods for personal self-control. These methods include self-observation, self¬
goal setting, incentive modification, and rehearsal.
Manz (1986) later argued that a more comprehensive and higher level of self¬
influence exists beyond the concept of self-management as it had been documented in the
literature. From a control theory perspective (Carver & Sheier, 1982), self-management
primarily concerns regulating one’s behavior to reduce discrepancies from externally set
standards (Manz, 1986). Self-leadership goes beyond reduction of discrepancies from
standards in one’s immediate behavior’s—it addresses the utility of and the rationale for
the standards themselves. The individual self-leader is viewed as the ultimate source of
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standards that govern his or her behavior (Manz, 1986). Individuals are seen as capable
not only of monitoring their own actions but also of determining which actions and
consequent outcomes are most desirable.
Self-leadership/management is a set of strategies a person uses to influence and
to improve his or her own behavior (Manz & Sims, 1980: Sims & Lorenzi, 1992). Self¬
management is based primarily on social learning theory. Self-leadership/management is
more correctly classified as a motivation theory rather than as a leadership theory, but it
can be viewed as a partial substitute for leadership. In a self- leadership model, followers
learn to take responsibility for their own lives rather than depending on leaders to direct
and motivate them. Self-management includes both behavior and cognitive strategies
(Sims & Lorenzi, 1992).

Table 2.6: Behavioral and Cognitive Strategies

Behavioral Strategies
•
•
•

Self-reward
Self-monitoring
Self-rehearsal

Cognitive Strategies
•
•

Self-punishment
Self-goal setting
Cue modification

Positive self-talk
Mental rehearsal

Behavioral Self-Management Strategies: People who lead themselves effectively
use behavioral strategies that help give them the push to do something they are reluctant
to do. Leaders see that it is important to set realistic goals to accomplish a task or change
a behavior, those goals include having sub-goals that can be achieved quickly. For
example, for behaviors one wants to change, leaders understand that some behavioral
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goals may be determined gradually.

Effective leaders know that these goals lead them

to monitoring their own behavior and note what they did and how others reacted. In
addition, they also begin to notice each time they say or do something that might be seen
as annoying another. This allows individuals to look for new or different ways to do
things, and as a result, they begin to compliment themselves for doing things correctly.
They reward themselves when they complete a difficult task or accomplish a goal (e.g.,
go to the movies, take a walk, play golf, or purchase something they want). There will,
of course, be times when task are not accomplished or when behavior is not optimal.
During these times, people who effectively self-mange may use self-criticism or self¬
punishment (e.g., make themselves work extra hours to correct the mistake). They may
also rehearse a difficult behavior by themselves to improve skill and build confidence,
(i.e. as practicing a presentation in front of the mirror or with a tape recorder.
Effective leaders may often rearrange their immediate physical space. They
remove cues that encourage undesirable behavior (remove the candy dish that sits in the
middle of the desk and replace it with healthy snacks or foods or go to a quiet place to
write or read a report). Each task may vary, but the most effective leaders strive to be
self-aware. They are willing to change themselves.
Cognitive Self-Management: Self-Leaders who effectively lead themselves
develop strategies to build self-confidence and optimism about performing difficult tasks.
They may use positive self-talk. This means putting an emphasis on positive, optimistic
thoughts and avoiding negative, pessimistic ones (Manz, 1992). Interpreting a difficult
situation as an opportunity rather than, as a problem is an example.
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The confidence and determination needed to improve are supported by
concentrating on what can be done to make things better than by dwelling on difficulties
and looking for what can go wrong. This process requires an ability to identify faulty and
suppressive thinking patterns. Known as "either/or" thinking which tends to limit
success.
Effective leaders work at creating more constructive thinking, and they view their
performance on a continuum rather than as a dichotomy. They seek to understand the
process involved in learning complex tasks and thrive on feedback and celebrating
growth no matter how significant. These types of leaders look to replace negative
thoughts with positive ones in order to move them forward towards accomplishment.
Effective leaders use mental imagery as another cognitive strategy for self¬
management. Cognitive strategy can be used instead of behavioral rehearsal when
confronted with a difficult task. Mental imagery is a process where one visualizes him or
herself doing the task. One visualizes too how it feels to experience the satisfaction of
performing the task successfully. Many professional athletes mentally rehearse an
activity, carefully visualizing each movement, and how it will feel actually performing
the activity, (Sims & Lorenzi, 1992).
Self-Efficacy
Individuals with a strong sense of efficacy establish a positive attitude for
themselves and towards their responsibility. Efficacy is a relatively new term, but the
idea has been around for a long time. It acts as a mediator in the way one performs and
in the way one achieves. Originally, this perception was categorized as self-esteem
(one’s belief that s/he is a worthwhile and deserving individual).
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Self-efficacy is a concept taken from Bandura’s (1977) social learning theory,
where originally it was defined as a specific type of expectancy concerned with one's
beliefs in one's ability to perform a specific behavior or set of behaviors required to
produce an outcome With continued work of Bandura, O'Leary, Taylor, Gauthier and
Gossard (1987), Bandura's earlier definition was modified. For more than 25 years,
Bandura and his associates have conducted and reported the results of empirical studies
regarding ways to develop and improve self-efficacy Pearlmutter (1998). Studies have
occurred in a number of settings and included diverse research conditions and questions
(Bandura, 1982,). Bandura (1986) defined self-efficacy as people's beliefs about their
capabilities to exercise control over events that affect their lives, mobilize the motivation,
cognitive resources and courses of action needed to exercise control over task demands.
A person for example, can have high self-efficacy in mathematics and low self-efficacy
in English. Bandura’s central argument, confirmed by extensive research, is that a
person’s self-efficacy is largely determined by the extent to which he/she believes that
he/she succeeded in previous performances in a given area. Bandura theorized that most
people learn behaviors by observing others and then modeling those behaviors they
considered being effective. This type of observational learning contrasts noticeably with
the process of learning through direct reinforcement. He characterized this phenomenon
as “efficacy” and further differentiated self-efficacy as being more task or situationspecific.
In his early writing, Bandura (1977) indicated that cognitive processes are
significant in the development of new behavior patterns. Experiences that may seem
important are symbolically retained in our memories, and we use these symbols to guide
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our later behaviors. Motivation, too, is guided by a cognitive process, through the
representation of future consequences in our thoughts. In addition, we motivate ourselves
through ideas about rewards for achieving positive outcomes and negative thoughts for
inadequate performance. Once achieve a given level of performance, individuals are no
longer satisfied at that level and seek increased performance, making further “self-reward
contingent on higher attainments.” (Bandura 1977).
A person who believes he/she had successes in previous performances will have
higher self-efficacy than a person who believes that his/her experiences in similar tasks
were not successful.
Self-efficacy is influenced by the following four main forms of influence, which
strengthen a person's sense of efficacy beliefs. They are:
•

Mastery of Experiences—this involves acquiring the cognitive, behavioral, and
self-regulatory tools for creating and executing appropriate courses of action to
mange ever-changing life circumstances (Bandura, 1982; Biran & Wilson, 1981;
Feltz, Landers, & Raeder, 1979; Gist, 1989). Personal feelings of self-efficacy
are increased through past instances of successful behavior. The antithesis of this
personal feeling of self-efficacy declined from past instances of failure. For
example, if an individual is put in charge of a difficult task, efficacy will increase
if the individual can relate the task to a similar situation in which the person was
successful (success by association). Conversely, if a person given a task in which
she or he has a record of failure, achieving a high degree of efficacy would be
difficult (failure by association).
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•

Vicarious Experiences—this involves seeing people one perceives as similar to
oneself succeed by perseverant effort. It raises observers’ beliefs that they too
possess the capability to master comparable activities (Bandura, 1986; Schunk,
1987). Watching one or more persons perform a task successfully will increase
the personal efficacy of the individual watching a personal perform a similar task.
For example, Administrators often select top performers to serve as role models
for new employees. By doing this, new employees will see first-hand what
successful performance looks like. It is vital that the person serving as a model be
perceived as both credible and comparable in reference to personal characteristics
of the observer.

•

Social Persuasion—this involves people who are persuaded verbally that they
possess the capabilities to master given activities, that when this does occur they
are likely to mobilize, and sustain greater effort, than if they harbor self-doubts
and dwell on personal deficiencies when problems arise (Litt, 1988; Schunk,
1989). Sometimes it is necessary to reassure individuals that they can be
successful at a task. A boxer has “the man-in-the-comer” who urges on his
fighter to victory. Many successful athletes feed off the encouragement of crowds

•

Physiological and Emotional States—this involves the personal assessment of
one’s own capabilities, perception, and interpretation of events, and mood levels
(Bandura 1995). Change always increases speculation and creates anxiety
because of a lack of operating knowledge. With knowledge doubling every eight
months or so, performance must change to keep up with changing times. It is
important to build on past successes. For example, many of us have made the
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transition from paper and pencil writing, to basic typewriters with carbons, to
typewriters with corrective ribbon, to typewriters with memory capacity, to
computers with word processor. Each transition was accomplished with certain
level of success from one process to another.
Sullivan & Mahalik, (2000) studied 61 women enrolled in three New England
universities. They investigated certain factors that influenced female career decision¬
making self-efficacy. Several measures were assessed over a six-week period. These
measurements included Outcome Measures. For this, the Career Decision-Making SelfEfficacy Scale (CDMSES) was used to measure personal ability in assessing career
decision-making self-efficacy expectations, and The Commitment to Career Choices
Scale (CCCS) was used as a measure vocational exploration and commitment.
Results indicated that, compared to the control group, women in the treatment
group improved on career decision-making self-efficacy, vocational exploration, and
commitment, and they sustained those gains after six weeks.
In another study, Dickerson & Taylor, (2000) studied 42 females from the
business and psychology departments of a university. The authors explored global self¬
esteem and task-specific self-efficacy as predictors of task choice and task preference,
using The Rosenberg Self-esteem Scale-The threshold Traits Analysis. In their findings
Dickerson, & Taylor (2000) self-esteem was a strong predictor of whether a woman
would choose a leadership task rather than a group-member task. In addition, taskspecific self-efficacy predicated the strength of the woman's preference for the groupmember task.
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Prussia, Anderson, and Manz, (1998) conducted a study to examine the extent to
which self-efficacy mediates the influence of self-leadership on performance of 151
students. In this study 66% were males and 34% were females from a large southwestern
university. Prussia, Anderson and Manz (1998), concluded from their research that the
use of self-leadership strategies would influence self-efficacy perceptions for a specific
task. They were able to contribute both methodologically and theoretically to the
understanding of the mediating effects of self-efficacy on the self-leadership/performance
relationship.
Maddux (1995) viewed the concept of self-efficacy as the initiation of and
persistence at behavior and courses of action that are determined primarily by judgments
and expectations concerning behavioral skills and capabilities. According to him, it is the
likelihood of being able to successfully cope with environmental demands and
challenges. These factors, he believes, play an important role in psychological
adjustment and dysfunction and in effective therapeutic interventions for emotional and
behavioral problems.
Schwartz (1992) believes that self-efficacy makes a difference in how people feel,
think and act. A low sense of self-efficacy, for example is associated with feels of
depression, anxiety, and helplessness. Other feelings include low self-esteem and
harboring pessimistic thoughts about his or her accomplishments and personal
development. Schwarzer also stated that self-efficacy levels could enhance or impede
motivation. He stipulated that people with high self-efficacy choose to perform more
challenging tasks, set themselves higher goals and stick to them, pre-shape their actions
in thought, and anticipate either optimistic or pessimistic outcomes.
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Schwarzer (1992) stated that self-efficacy is considered to be specific, which
means that one can have more or less firm beliefs in different domains of functioning.
For example, Schwarzer (1992) also agrees with Bandura's four tenets of self-efficacy.
In addition, states that self-efficacy is not positive illusion or unrealistic optimism, but,
rather, a concept based on experience which leads to venturesome behavior that is within
reach of one's capabilities. Schwarzer (1992) pointed out that a strong sense of personal
efficacy is related to better health, higher achievement, and better social integration.
Singer, (1991) studied 152 professionals from several organizations in New
Zealand. She investigated certain factors that influenced leadership aspirations within the
theoretical frameworks of the valance model, the self-efficacy model, and attribution
theory. Singer, (1991) concluded that employees with less than two years of service had
significantly higher overall leadership aspirations, as well as higher valence scores, than
workers with longer than two years of employment. In regards to shorter-serving
employees, overall, the valence scores primarily determined leadership aspirations,
whereas for longer-serving employees, aspirations were significantly predicted from
"ability-match" self-efficacy expectancies.
Hill and Elias (1990) conducted a study to determine antecedents of the positive
self-efficacy beliefs of 71 mid-career managers facing retraining in an insurance
company, two investment banks, and three commercial banks. They found that: a)
advancement potential had a strong positive effect on self-efficacy with regards to
learning; b) previous relevant formal training had an independent effect on self-efficacy;
c) advancement potential and perceived training relevance mediated the effects of
individual attributed on self-efficacy; d) perceptions that previous training had been
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relevant were related to personal attributes and various indicators of corporate support of
the training; and e) seniority had a strong negative effect on self-efficacy.
Hill and Elias (1990) concluded that organizations that had neglected to provide
opportunities for gaining self-efficacy in learning beliefs should expect to encounter
resistance to retraining efforts. To gain competitive advantage, Hill and Elias (1990)
recommended that executives should be proactive in creating self-efficacy in learning
beliefs.
Singer, M.S. (1989) conducted a study and examined 142 male undergraduates in
the Departments of psychology, business and accounting for individual differences in
leadership aspirations within the theoretical frameworks of the valance model, the selfefficacy model and attribution theory. The results the results showed that, compared with
individuals with low leadership aspirations, those with high aspirations had significantly
higher valence scores and higher self-efficacy expectancies. They also considered
internal attributions as more important in determining effective leadership. Further
regression analyses showed that both valence and "ability-match" self-efficacy ratings
contributed significantly to the overall rating of leadership aspirations.
Several conceptual papers (Cervone, D.2000, Konczak, Stelly and Trusty, M.,
2000, Zimmerman, M., 1995, Spreitzer, 1995, and Shoemaker, M.E., 1999) seem to
suggest that researchers are looking at aspects of the topic of SuperLeadership and selfefficacy for leadership development. Therefore, this topic can be used at least as a tool
in the policy-making and training and development in the public education
In summary, self-efficacy was presented as an individual's ability to be effective
or to produce a desired outcome. Bandura professed a general belief that one can
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successfully perform a behavior described as self-efficacy. Self-efficacy beliefs were
seen as the primary determinants of how much effort individuals expended and persisted
in the face of various obstacles. As a result, it is believed that an individual with a high
level of self-efficacy will persist more and strive at higher achievement levels. (See Table
2.7)

46

X

4-.

4)
r*

O
3—,

—
O
4> G
(A O
O T3
<3 4)
O
ad
4)
a, 0Q43
C/3 C 2
I O fli
X
__
-a
C/3

■+<*)*
a
W3
a
C*

cfl

to

6
a
4)
■*—>
C/1

C/3
•^
cd
«-<
H

4) 4-<

4)
4h

cd

°
C/5

4>

o ^
Hd
Cd
4) O
3-c fTa, <3
X'cG
*-> 22
G

00 td
CO £

3

co

4)

i*c3

X -o

H
4>
X C/3
H *55
4)

S

g

T3 -1-*
cd lo
«*a
4-1 2
4) -73
CO cd

cd S3
o 5
CO <

td .2

•C to
40 4>
3

ffi O'

c

4)
cu CO

.2
V->
c
(L»
£

c2 S
^>.S
cd o,
o 3

/►>
ns
3
-4-»

O
m
V co

cd
8 5P

C/3

O
<u

8 1
o cd
>

B

cd

SC

CO QJ
•

C
c«
cd

G
4>

22 ao

& £

4>

cd t/3
o
<3 i:
*2 2

c
<u
a

4) o
cd
o 42
o
c
cd H
3
4>

C/3

Oi

o o
cd
£ o

C/3

.a £
3_

<8
4)
CX

4)
,

O 44
_

S
40

*7-j
c

CQ §
00 a
G <u C/3
s-,
<U O
g « „
G Wg
4d 4h ^
4)

d>

a i3
O

1/5

O 4-i

■ o

3

O 0)
o
4> G
<u
a, O
G 3
3
cd
C/3
S-i
<u
00
T3
cd € .a
4) 4) *3
cd
hJ Plh • «"H
4h
T3
G
cd

4>

2 CO
<L>

V

4> c+i,

13

t-c

CO

CO CO P-i

T3

G

cd

X5
(U

a

4) 2
4) c/3
t-1

^
« 4)
4) >
O

o -8 JD
G S
o
Cl, cd
3i
a H-)u Id
>C/3
3-i
w
_ 4)
- ’3
C
a
<U G
4) cd O G
£ 4)
o cE o
t3
td 3
42
OQ ■g
3
4) ■*->
CL, CO CO •c
3 4-<
C/3
O < c
T3
o ^
G
*3 cd
cd
cd c
c2 ^ cd
3-i
2 X
42 4) t« 4h
H co < w

oo

ON

ON

4>

a

Pi Pi

3O

d
M
cd 42

c

03

X
■*-

3

<

> cd o
•4 4 0
2 cd O
« S ci

G
O
C/3
L4)
X
O

CO O

<5
S _

W

d

«s
cd

•L
3-i
o o
*5L °
C~3

o H

#G0
C/5
Z3

<N

47

o
d
C/5

V-3
<U

N

S
h C3

3-i

0)

'

CO ON

G On

•
i'H
CO w

Singer, M.S.
(1989)

Table 2.7: Various Self-Efficacy Studies, Their Methodologies and Results

o

2 12

X

4>

£

8a>? X4>

p4
a>
4=;
H

*8
4)
_a<
"a,

*TD

<L>

o
13 4=
co C/3

X
g
<u
C/3

C
I

^2 c
S .2
V-<
4d
Jj 4) <U
H « 00 p4
£
4>

H Cd «

&
"©
■a
o
X
■*a>*

g

<D
2
g
cd
+-»
o
4)
CX

Those with high aspirations had
significantly higher valence and
self-efficacy expectancies.

<u
~
§
GO
c o
* S
4
4) £
0)
5 s£
g s

£ <D
>,.2
o o
cd jG
o o

>>
•g
X
•G
-2
cd
=

10-min. Questionnaire

cd 4-t

C/5
• *"H

Individual Differences in Leadership
Aspirations: An Exploratory Study from
Valence, Self-efficacy and Attribution
Perspectives

>-i

Current Issues of Educational Leadership
The literature on Educational Leadership is extensive. However, for the purpose
of this research project, literature has been limited to topics addressing some of the
contemporary issues in Educational leadership. Some of these issues include: the
implications of the new educational mandate known as “No Child Left Behind,” principal
shortages, professional development initiatives, and Massachusetts State Requirements
for School Administrators. These issues in particular are critical and pertinent to the
purpose of this study.
Educational Mandate - According to the Massachusetts Department of Education
(“MDOE”) (2003), the historic reauthorization of the federal Elementary and Secondary
Schools Act (“ESEA”), crafted by Massachusetts Senator Edward M. Kennedy and
recently signed into law by President George Bush with the wide and bipartisan support
of Congress, "No Child Left Behind" is a monumental law that will affect virtually every
aspect of public education for many years to come.
The goal is pure and simple: to ensure that every student in the nation receives a
good education (MDOE, 2003). As a result of this law, former standards of educational
leadership must change in order to support this new mandate. Fullan (2002) states, “[W]
hat standards were to the 1990s, leadership is to the future and that this shifts depicts
awareness that standards strategies by themselves are not powerful enough to accomplish
large-scale, sustainable reform.” The new mandate requires increased accountability and
responsibility in terms of training, program evaluation and district — wide accountability.
Principal Shortages - The National Association of Elementary School Principals
(NAESP) noted a growing shortage of elementary principals. The attrition rate stands at
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42 percent for the period 1988 to 1998 and it is expected to remain at least as high into
the next decade because the high demands of the role, inadequate pay and lack of
training; it is even possible that the rate could reach as higher as 60% (Ferrandino 2001).
This attrition rate is partially due to the significant differences in standards that are
required for the Principal of the 21st Century.
Furthermore, Ferrandino (2001) states that the prinicpalship of the 21st Century
requires something more than a compendium of skills—it requires the ability to lead
others and to stand for important ideas and values without losing sight of a vision. The
traits that 21st Century elementary school principals will need to succeed and what
today’s outstanding school leaders already posses were examined in a study by
Ferrandino (2001). The results derived from a survey of 1323 randomly selected K-8
principals confirmed the obvious: That the principalship of today is a much more
demanding job than it used to be.
To further support the phenomena, Hertling (2001) conducted a study of
elementary and middleschool principals in connection with the National Association of
Elementary School Principals in 1998. The study found that the 42 percent turnover that
has existed during the last ten years is likely to continue into the next decade (Doud and
Keller 1998). The shortage of applicants for principalships makes retaining current
principals even more critical. Hertling (2001) posits that one way to keep principals at
their jobs is to provide an increased level of professional development.
Professional Development - A recent Public Agenda survey found that 69 percent
of principals and 80 percent of superintendents believed that typical leadership program
“are out of touch with realities of what it takes to run today’s school district” (Farkas and
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colleagues, 2001). Over 85 percent of both groups believed that overhauling preparation
programs would help improve leadership. Some professors have joined in the criticism.
Joseph Murphy (2001) has characterized traditional approaches as “bankrupt.” Louis
Wildman (2001), after a review of the literature, reached “the inescapable conclusion that
there isn’t much research.” He found a scattering of studies evaluating different
dimensions of leadership programs, but nothing that would permit any conclusions about
their overall effectiveness. Another critical issue found by the Educational Research
Services (ERS) is that principals repeatedly express a desire to augment their expertise
and personal skills but find the current professional development activities at their
schools lacking (2000).
In a study of 105 California superintendents, more than 65 percent listed poor
interpersonal skills as a reason why principals fail at their jobs (Davis, 1997). The
second highest reason was poor decision-making. Both of these failings should be
addressed through professional development (Hurtling 2001). To further support the
idea of professional development, in another study by Whitaker, Where Are the Principal
Candidates? Perceptions of Superintendents (2001), it was revealed that in response to

surveys mailed to 176 superintendents relating to the quantity and quality of candidates
for the role of principal some key issues were addressed. A few of these are: 1) a
reexamination of the role of principal; 2) ongoing support and mentoring for current
principals; 3) Superintendents, central office personnel, and principals should take more
active roles to encourage teachers with leadership potential to enter the administrative
ranks. Studies show this is especially important for minority teachers; and 4) numerous
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partnership programs are merging across the country in which school districts and
universities collaborate to design and deliver programs to prepare principals.
Finally, in a study conducted by Hopkin-Thompson (2000), “Colleagues Helping
Colleagues: Mentoring and Coaching”, the results support that mentoring and coaching
processes “can serve to augment the succession planning and professional development
of districts.” Mentoring and coaching are very critical in learning how to be effective.
These issues bring forth the desire to understand just what is being done to improve
professional development
Professional Development Initiatives - According to Yee (1997), the United
States federal government invested over 30 million dollars in school leadership
development between 1986 and 1990; by 1990 over 150 principals’ centers, school
leadership development units, or state leadership academies had emerged. School
districts, research and development laboratories, universities, professional associations
and private agencies were also sponsoring programs. Along with the growth in the
number of service providers was an increased variation in program design and delivery
(Yee 1997).
According to (Lashway 2003) dissatisfied practitioners, policy makers, and
professors have a long history of taking potshots at programs they see as unimaginative,
overly theoretical, and impervious to reform. He furthers states that the unrelenting
pressure of standard-based reform is stirring major changes in recruitment, curriculum
design and licensure. John Norton (2002) stated that for leadership programs to be most
effective, the new standards should lead to a fundamental rethinking of content, delivery,
and assessment.
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Currently, policy makers are beginning to recognize the need to focus on the
development of future school leaders. Several foundations are devoting resources to this
important issue facing public schools. For example, a recent grant from the WallaceReader’s Digest Funds to the Council of Chief State School Officers will support a
national consortium titled, “the State Action for Educational Leadership Project”. This
consortium has awarded grants to states to assist in developing policies that support the
recruitment, training, retention, and support of school leader (Olson 2001).
In addition to policy makers, several states are taking action to address school
administrator shortages, leadership training, and other issues impacting Superintendents
and principals’ roles, according to Christie (2000). For example, in Georgia, the
legislature recently put into place salary supplements for principals as an incentive for
performance, while in Alabama, contract principles are now in place and the concept
applies to anyone hired on or before July 1, 2000 (Christie 2000).
In Rochester, New York, a college has developed a “grow your own training
program” for teachers who want to become principals, and in Nevada, the legislature has
deemed that anyone can become selected for the role of superintendent without being
licensed as a school administrator to handle any issues other than non academic programs
for school. Colorado has passed a similar bill (Christie 2000).
Several programs exist for Superintendents like the BROAD Program. The Broad
Center for Superintendents is a national nonprofit organization established by The Broad
Foundation and the state of Michigan. Its mission is to make a positive difference in the
educational achievement of children in urban communities by identifying, preparing, and
supporting outstanding leaders to become successful public school superintendents. The
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Center offers a variety of executive leadership development programs for aspiring and
current chief executive officers of our nation's largest, most disadvantaged urban school
systems (broadcenter.org).
In February 2002, the Broad Center launched its first initiative, the Urban
Superintendents Academy. The Academy is a rigorous, ten-month executive
management program designed to prepare the next generation of public school
superintendents. Twenty-three accomplished professionals completed the program in
November 2002 and became the first class of Broad Center Fellows. The Academy
expects Fellows to move into CEO or other senior executive positions in urban school
systems between 18-30 months after graduation. The first group of Fellows is already
outpacing that goal. Upon graduation, one-third of the Academy's pioneer class had
already taken their next career steps.
Another program is the Harvard Seminar for New Superintendents: Meeting the
Leadership Challenges of the New Superintendents. This program is designed for newly

appointed superintendents who will face significant leadership challenges—educational,
managerial, and political, as soon as they assume their new positions. At the same time,
they must manage the tasks of entry and acculturation into a new community and school
system, often with few colleagues to learn from or consult with (gse.harvard.edu).
This program offers participants the opportunity to explore pressing issues
including managing power and relationships, negotiating conflict and collective
bargaining, financial management, school governance, engaging the public and
stakeholders, and building a leadership team. Faculty come from the Harvard Graduate
School of Education, and other highly-respected superintendents from around the country
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lead the seminar in large-group presentations, case studies, small groups, and panel
discussions.
Massachusetts State Requirements for Re-Certification
According to the Massachusetts Department of Education, certain requirements
are compulsory for certification and recertification as a school administrator. These
requirements are mandatory for every school administrator in the state of Massachusetts.
The Education Laws and Regulations according to Section 603 CMR 7.00:
Educator Licensure and Preparation Program Approval, Section 7.10: Professional
Standards for Administrators are as follows: (1) Application. The Professional Standards
for Administrators are the standards on which the Performance Assessment Program for
the Professional license will be based. Performance assessments may also be options
within succeeding five-year cycles for re-licensure. The Department will provide
guidelines for the performance assessment at these different levels of licensure.
(2) The standards recommended for Leadership for Administrators are as follows:
1) Articulates the purposes of education and the place of public schools in the
United States of America. 2) Articulates vision and mission, 3) Reviews,
evaluates, and revises instructional programs on the basis of sound information
and relevant data, 4) Knows and encourages appropriate uses of instructional
technologies, 5) Promotes activities that honor academic excellence, 6) Involves
staff in preparing and implementing professional development plans that are
related to improved student learning, 7) Helps staff align their curriculum with the
state's curriculum frameworks, 8) Understands principles of mentoring and
provides new teachers with mentors, 9) Encourages experimentation and rigorous
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evaluation of new pedagogical approaches, 10) Plans effectively for the
implementation of policy decisions, taking into account unanticipated
consequences and costs (www.massdoe.org).

An examination of these requirements demonstrates a high focus in leadership
development regarding external activities concerning the involvement of others with
limited focus on personal/self or internal development for leadership readiness. This
disparity supports the primary nature of this and future research around self-leadership in
public education. Even though the external activities or functions are critical to
education, the question remains, how does one manage the self in the multifaceted role of
being an administrator? If the Code of Massachusetts Regulations lists requirements for
leadership without addressing the need for training about caring for the self in the process
of being a leader, this might leave one greatly concerned regarding burnout, stress, or
other cognitive or behavioral issues that may arise especially given the complex nature of
the roles in school administrators as leaders, self-leaders, or even SuperLeaders.
Limitations to Professional Development Programs
Despite the growth in leadership development, there is still a need to address
research regarding these issues in a more systematic way. If a more systematic way was
developed it could help to improve the outcomes and success of current leadership
initiatives. It would also provide empirical data to support the effectiveness of program
and to identify if they were grounded in theory.
As a result, the business of professional development and the educational system
in general has become increasingly more complex over the last decade and is likely to
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continue as the millennium progresses. Higher expectations come in the midst of teacher
and administrator shortages; unprecedented competition in the workplace for future
professionals; and the challenge to address diverse learning, social, and emotional needs
of today’s children. Which focus has applied unrealistic pressure on those who choose to
lead (Hopkin-Thompson, 2000).
When Rudy Crew, the Director of District Reform Initiatives at the Stupski
Family Foundation, in Mill Valley, California, was asked via telephone interview,
whether there are any programs that address leadership development of the self for
educators, he stated: “Not many programs deal with the significance of resilience and
leaders as teachers. It is often times casually mentioned in the literature. And very few
programs provide training that assist school administrators in providing access into
themselves or in helping leaders access their own learning curve.” Crew, (personal
communication 2003). He further suggest that it is important that leaders understand how
they think of themselves in the role as leader/teacher and in their role to help others learn
by building a culture that supports this way of being.
In addition. Crew, (2003) states that leaders should learn how to maintain
resilience in the face of adversity. He believes there are internal forces that will turn
people into negative, hurtful and/or victimized beings. That can be changed with the
proper training. Finally, Crew, (2003) maintains that many administrators are not taught
the skills needed to prioritize issues. He states that it is important to be reflective by
taking a stance back and taking or having the opportunity to “be reflective from the
work...just like an artist.... This process will allows for better problem solving and helps
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to gain added perspective. This increases one’s ability to manage what is most important
(Crew; personal communication 2003).
Si LllililiA and Conclusion

In summary, this chapter addressed relevant literature of leadership, followed by a
synopsis of “Super Leadership” theory and the constructs of self-leadership and selfefficacy. It concluded with a review of the current state of public school leadership as it
relates to public school administrators and professional development. The next chapter
will address the methodology used to conduct this study.
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CHAPTER 3

METHODOLOGY
Overview
This chapter will address the methodology used to conduct this study. The first
section will discuss the construction and validation of each instrument used in this study.
The second section will describe the subject selection process and survey administration,
followed by a description of subjects selected for online interviews. The last and final
section will provide an outline of the statistical analyses performed on the data in order to
address the research hypotheses.
Participants
The researcher conducted both a quantitative and qualitative approach for the
study. Names and mailing addresses of Superintendents in the Commonwealth of
Massachusetts were purchased from The Massachusetts Superintendents’ Association,
located in Boston, Massachusetts. Introduction letters and nomination forms were mailed
to all superintendents in Massachusetts requesting nominations. Quantitative data
regarding nominated superintendents was collected, tallied and grouped.

Corresponding

principals who participated in the study were matched to a superintendent within whose
school district they currently work.
Construction of Instruments
Five scales were used in this study: The Superintendents’ SuperLeadership Style
Inventory (SSLEAD), Principal’s Perceptions of Superintendents SuperLeadership Style
Inventory (PSLEAD), Principals Job Efficacy (PSELF), Principals Job Effectiveness
(PJEFF) and Job Satisfaction (JDI), which contains six subscales: Present Pay,
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Opportunity for Promotion, Supervision, Work on Present Job, People at Work, and Job
in General.
The instruments; The Superintendents’ SuperLeadership Style Inventory
(SSLEAD), Principal’s Perceptions of Superintendents SuperLeadership Style Inventory
(PSLEAD) were adapted from In Search of the SuperLeader- Leadership Strategies
Inventory (Self and Other) were created in 1990 by Henry P. Sims, Jr., Ph.D. and Charles
C. Manz, Ph.D. and ordinarily published and distributed by Organization Design and
Development, Inc. For the purpose of this study, only the titles of the instruments were
adapted to include Superintendents (self) and Principal (other) suit the participants.
The Superintendent SuperLeadership Style Inventory (SSLEAD) is a fifty-item
questionnaire designed to measure leadership strategies of the nominated “SuperLeader”,
and The Principal Perception of Superintendent SuperLeadership Style Inventory
(PSLEAD), which is the complimentary instrument to the (SSLEAD) and was used to
measure Superintendents’ SuperLeadership style based upon the perception of principals
who work directly for a nominated SuperLeader.
The purpose of these instruments was to gain insight into the behavior of self and
or in reference to an individual manager or supervisor, (Sims & Manz, 1990). In terms
of validity, for both instruments, limited information was available. Despite the
popularity and potential of self-leadership strategies to succeed in modem organizations,
in a self-leadership study by Houghton and Neck (2002), the reliability and construct
validity of a revised self-leadership measurement scale created on the basis of existing
measures of self-leadership was tested. Results from an exploratory factor analysis
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(EFA) demonstrate significantly better reliability and factor stability for the revised scale
in comparison to existing instruments.
Further, results from a confirmatory factor analysis (CFA) utilizing structural
equation modeling techniques demonstrated a superior fit for a higher order factor model
of self-leadership, thus providing evidence that the revised scale is measuring self¬
leadership in a way that is harmonious with self-leadership theory. Based on the results of
this, the revised scale appears to be a reasonably reliable and valid instrument for the
measurement of self-leadership skills, behaviors, and cognitions.
The Principal Job Self-Efficacy instrument was adapted from an existing
instrument. The Generalized Self-Efficacy Scale, which is a 10-item psychometric scale
designed to assess optimistic self-beliefs to cope with a variety of difficult demands in
life. The Generalized Self-Efficacy Scale has been widely used in psychology,
management, and educational literature.
Jerusalem and Schwarzer originally developed the German version of this scale in
1981, first as a 20-item version and later as a reduced 10-item version (Jerusalem &
Schwarzer, 1986, 1992; Schwarzer & Jerusalem, 1989). The general self-efficacy scale
aims at a broad and stable sense of personal competence to deal effectively with a variety
of stressful situations. It has been used in numerous research projects, where it typically
yielded internal consistencies between alpha = .75 and .90. The scale is not only
parsimonious and reliable, it has also proven valid in terms of convergent and
discriminant validity. It has also been developed in 27 languages.
The Principal Job Self-Efficacy instrument correlates positively with self-esteem
and optimism, and negatively with anxiety, depression and physical symptoms. Previous
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studies are described in the manual (Schwarzer, 1993). In contrast to other scales that
were designed to assess optimism, this one explicitly incorporates and refers to personal
agency, i.e., the belief that one's actions are responsible for successful outcomes. Because
this study looked at Principal Job Efficacy, it required the researcher to design the
instrument for the purpose of looking at items specifically related to the roles and
responsibilities of school principals and to develop questions to address this. The
researcher developed the Principal Job Self-Efficacy instrument with the assistance of her
committee chair.
The researcher gathered Performance Evaluation forms from a Massachusetts
school district regarding professional performance evaluation during 2001-2002. This
performance document addressed the philosophy, objectives, and guidelines used to
access professional performance and the total job effectiveness of administrators. This
performance document, along with the Generalized Self-Efficacy instrument, was the
foundation used to develop the Principal Job Self-Efficacy instrument. Therefore, this
was the first study in which the newly designed instrument has been used. The
instrument was then pilot-tested by two different school principals in different states,
Ohio and Illinois.
The Job Effectiveness instrument is a 14-item questionnaire, which was also
developed for the purpose of this study, measures principal effectiveness/performance in
their role as school principals. This instrument was developed by the researcher and her
committee chair and used for the first time in this study. The same Performance
Evaluation form from a Massachusetts school district regarding administrators’
evaluations for the years 2001-2002 was used to create the Job Effectiveness Instrument.
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This evaluation form addressed the philosophy, objectives, guidelines and procedure for
professional performance and the total job effectiveness of administrators. This
instrument was also pilot-tested by the same two aforementioned principals in Ohio and
Illinois.
The Job Descriptive Index (JDI) consisted of six subscales measuring job
satisfaction. It measures the specific facets of satisfaction by asking employees to
respond “yes,” “no,” or “cannot decide” to a series of statements describing their jobs.
The six subscales are: Present Pay, Opportunity for Promotion, Supervision, Work on
Present Job, People at Work, and Job in General. This instrument has been widely used
in the fields of Psychology, Management, and Education. The Job Descriptive Index
(JDI) is designed to measure employees’ satisfaction with their jobs. The JDI is easy to
administer and score, easy to read, simple in format, and nationally normed. After 40
years of research and application, it remains one of the most widely used measures of job
satisfaction (DeMeuse, 1985;Zedeck, 1987).
The full-length JDI subscales contain either 9 or 18 items, with an overall total of
72 items. Each item is very short—a descriptive word or phrase. Administered in
conjunction with the full-length Job In General, there are 90 items. For the purpose of
this study, this instrument was used to measure principals’ levels of job satisfaction in
their current roles as principals with a nominated SuperLeader.
Phase One
A packet of two hundred seventy-nine preprinted labels of Superintendents’
names, school districts, street addresses, telephone numbers and electronic-mail addresses
was purchased from the Massachusetts Superintendents Association, a labor union
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located in Boston, Massachusetts. This data was typed and placed into a database for
future accessibility.
Electronic addresses were extracted from the Superintendents’ database and
electronic letters (emails) were sent out explaining who the researcher was, the purpose
of the study, and benefits of the study and confidentiality issues for being a participant in
this study. All Superintendents were advised that they could nominate up to five peers
based upon the criteria of a “SuperLeader.” The criteria of a “SuperLeader” (Appendix
3.1) were included in the electronic letter. In addition, the Superintendents were advised
that they might include themselves in the nomination process.
Needless to say, this was not a successful venue from which to retrieve
nominations. Possibly due to the impersonal nature of electronic mail, the response rate
was exceptionally low. Only 5 responses were retrieved within a one-week period. Over
50 electronic mail addresses were returned undeliverable. All electronic mail addresses
were then verified, since phone numbers had also been provided, and a second electronic
mailing was sent out to the updated email addresses. Again, electronic responses were
returned as undeliverable.
After discussions with my dissertation chair, I then proceeded under a more
traditional approach. Letters of introduction were then mailed (snail mail) explaining who
the researcher was, the purpose of the study, the benefits of the study, and issues of
confidentiality for being a participant in this study. Also included with this mailing was a
separate letter describing the criteria of a SuperLeader.
Superintendents were advised again that they could nominate up to five peers
based upon the criteria of a “SuperLeader.” They were also advised that they might
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include themselves in the nomination process. A five-line return card (APPENDIX B)
was attached to the bottom of each letter along with a coded return envelope. All
participants were informed that they could receive a synopsis of the research project if
they indicated that they wanted one at the end of the study, provided they returned their
nomination forms.
Within one week from the first mailing, nominations were returned. At the end of
the second week, a follow-up letter was sent as a reminder to superintendents to submit
their nomination form. After the third week, 245 nominations were tabulated. This was a
significant enough number of responses returned and tabulated to move to the second
phase of the study. No further nominations were returned by the end of the fourth week.
All nominations for superintendents nominated by their peers were sorted,
counted and categorized. Fifty-four (54) superintendents were then selected and grouped
into two categories based upon the grouping of high nominations versus low nominations
to participate in the next phase of the study.
Phase Two-Part A
This phase also had sub process Part A in which 54 nominated superintendents
received a letter congratulating them for being either among the top twenty-seven
nominated or as simply nominated by their peers as a “SuperLeader" in their role as
superintendent. This distinction in the letter was a way to address the difference between
the two groups. The letter also asked superintendents to complete the enclosed
Superintendents’ SuperLeadership Style Inventory. As before, they were assured
confidentiality and informed that principals in their districts would be asked to evaluate
their SuperLeadership Style.
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Superintendents received a complimentary signed copy of the book The New
SuperLeadership by Charles C. Manz and Sims, 2000, in return for participating in the
project.
Phase Two-Part B
Principal selection consisted of data pertaining to principals of the corresponding
54 superintendents nominated by their peers as “SuperLeaders.” Principal data from the
school districts for which the 54 nominated superintendents were selected was retrieved
from the Massachusetts Department of Education website. This website is managed in
Malden, Massachusetts. Printed data with contact information for principals was
available and retrieved for each superintendent’s district. A high school principal, a
middle school principal, and an elementary school principal were selected from each
superintendent’s district. 168 packets were prepared for mailing; however, only 166 were
mailed to principals in each corresponding superintendent school districts. Two school
districts only had two schools and this accounted for the difference in the numbers.
Each principal received a letter informing him or her who the researcher was,
about the nature of the research project, and explaining that their superintendent had been
nominated by his or her superintendent peers as a “SuperLeader” (Appendix —). These
principals were then asked to complete four short questionnaires and to return them in the
enclosed coded pre-paid envelope. As an incentive, each packet contained a small box of
Godiva cookies. The following questionnaires were included in the packets: 1)
Principal’s Perceptions of Superintendent’s SuperLeadership Style Inventory; 2)
Principal’s Job Efficacy Scale; 3) Principal’s Job Effectiveness Scale; and 4) a Job
Satisfaction Scale (JDI). The Job Satisfaction scale contains six subscales that address:
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Present Pay, Opportunity for Promotion, Supervision, Work on Present Job, People at
Work, and Job in General.
Each sheet was colored coded and included a request for demographic data to be
filled in. The demographic data that was collected included ranges for Principals’ age,
years in current role, and years as principal (Appendix---). Each packet was coded to
match the corresponding Superintendent who was nominated as a “SuperLeader”.
Follow-up letters were mailed after two weeks to remind Principals to return their
packets.
Forty-three (43) Superintendents’ SuperLeadership Style Inventories were
returned and 90 principal packets were returned. These inventories were then matched.
In order to be a match, a superintendent had to receive at least one nomination to be
considered to move to the next phase of the study. Thirty-two (32) matched pairs were
used in the study and for data analysis.
Data Analysis
The data was analyzed in five ways. Firstly, the analysis of the reliability of all
the scales: The Superintendents SuperLeadership Style Inventory (SSLEAD), Principal’s
Perceptions of Superintendent’s SuperLeadership Style Inventory (PSLEAD), Principals
Job Efficacy (PSELF), Principal’s Job Effectiveness (PJEFF) and Job Satisfaction (JDI),
which contains she subscales: Present Pay, Opportunity for Promotion, Supervision,
Work on Present Job, People at Work and Job in General. Secondly, descriptive
statistics and correlations were used for the scales. Thirdly analyses of variance
(ANOVAs) for high and low peer nomination groups were performed. This analysis
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shows the differences between those who received high versus low peer nominations
based on the SuperLeadership characteristics.
At the same time, analysis of variance (ANOVAs) was used for High, Middle and
Low Superintendent’s Self-Report Groups. This analysis distinguishes how nominated
Superintendents perceive themselves on the Superintendent’s SuperLeadership Style
Inventory. Also, analysis of variance (ANOVAs) was used for High, Middle and Low
Principal Rating Groups. These ratings evaluate the differences in the principals’
perceptions of their Superintendents’ SuperLeadership style, their own job efficacy, and
job effectiveness and job satisfaction.
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CHAPTER 4
RESULTS
This chapter is comprised of five sections. The first section describes the analysis
of the reliability of all the scales: The Superintendents SuperLeadership Style Inventory
(SSLEAD), Principal’s Perceptions of Superintendents SuperLeadership Style Inventory
(PSLEAD), Principals Job Efficacy (PSELF), Principals Job Effectiveness (PJEFF) and
Job Satisfaction (JDI), which contains six subscales: Present Pay, Opportunity for
Promotion, Supervision, Work on Present Job, People at Work and Job in General.
The second section provides descriptive statistics and correlations for the scales.
The third section provides the results of the Analyses of Variance (ANOVAs) for High
and Low Peer Nominations Groups. This analysis will show differences between those
who received high versus low peer nominations based on the SuperLeadership
characteristics.
The fourth section presents the results of the ANOVAs for High, Middle and Low
Superintendents Self Report Groups. This analysis distinguishes how nominated
superintendents perceive themselves on the Superintendents SuperLeadership Style
Inventory. Included in this section are the results of the ANOVAs for High, Middle and
Low Principal Rating Groups.
The fifth section addresses the results of principals with superintendents with high
SuperLeadership as it relates to their job effectiveness, self-efficacy and job satisfaction.
The data was analyzed using SPSS Release 11.0 (2002).
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Reliability of Scales
The following were all tested for reliability: The Superintendents’
SuperLeadership Style Inventory, Principal Perceptions of Superintendents
SuperLeadership Style Inventory, Principal’s Job Efficacy, Principal’s Job Effectiveness
and Job Satisfaction, which contains six subscales (Present Pay, Opportunity for
Promotion, Supervision, Work on Present Job, People at Work and Job in General).
The Cronbach Alpha method was used in order to measure the reliability. The
Alpha model computes Cronbach Alpha and standardized item Alpha (Cronbach, 1951).
The purpose of using Alpha is to demonstrate the reliability of each instrument used in
this study based on internal consistency. Cronbach’s Alpha (Cronbach, 1951) is
significantly reported in psychological literature, particularly in personality research, as
an index of reliability (Bollen, 1989; Cortina, 1993). Its popularity may be attributed to
its relevance to traditional psychometric practices that rely on the use of multiple
indicators to measure latent constructs and the importance placed on reliability of
measurements. In addition, to further support the use of Alpha, it has more desirable
properties than other indices of reliability such as split-half correlations (Shevlin, Miles,
Davies, and Walker, 2000).
The Superintendent’s SuperLeadership Style Inventory instrument and the
Principal Perception of their Superintendent SuperLeadership Style inventory had limited
previous research on reliability and validity (Sims and Manz, 1990). The Job Descriptive
Inventory (JDI), which measures Job Satisfaction, is a widely used instrument in the
fields of management and psychology because of its good reliability (JDI, 1985, 1997),
but has never been used in the context of a school administration population.
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The Job Efficacy and The Job Effectiveness instruments were adapted from
existing instruments and redesigned for the purpose of this study. Each instrument was
pilot-tested by two different principals in different states, Ohio and Illinois. Since the Job
Efficacy and the Job Effectiveness instruments were used for the first time in this study,
additional validation was needed.
For each instrument tested, only data from respondents who completed all items
on a given instrument were used as a part of the reliability analysis. Item #1 on the sub¬
scale Work on Present Job was excluded from the analysis because several participants
omitted their responses. The omissions of this item may have been attributed to some
confusion of how to mark the response or simply to an oversight on the part of the
respondents to respond to the item. The lack of responses to this question created the
demand for the item to be eliminated.
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Table 4.1: Reliability Scales

Scale

Alpha

# of Items

N

Superintendents SuperLeadership
Style Inventory

.8371

48

31

Principal’s Perceptions of Superintendents
SuperLeadership Style Inventory

.9032

48

59

Principals Job Efficacy

.8551

10

66

Principals Job Effectiveness

.8714

14

66

Present Pay

.7866

9

57

Opportunity for Promotion

.8820

9

60

Supervision

.8383

18

64

Work on Present Job

.7014

17

62

People at Work

.8785

18

64

Job in General

.8161

16

63

Principals Job Satisfaction

Table 4.1 represents the reliability test results for each of the scales used for
examining the Superintendents’ SuperLeadership Style Inventory, Principal Perception of
their Superintendent SuperLeadership Style Inventory, Job Satisfaction Inventory (JDI),
Principal Job Efficacy and Principal Job Effectiveness instruments. All instruments met
the psychometric criteria for reliability. The highest reliability rating was for Principals
Perception of Superintendents SuperLeadership Style Inventory and this was .90. The
lowest rating was for Work on Present Job, a sub-scale of the Job Satisfaction instrument,
and that was .70. DeVellis (1991) states that an alpha coefficient of greater than .80 is
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considered to be very good. The alpha coefficient of .70 for Work on Present Job is
slightly lower than .80, but is still considered to be respectable (DeVellis, 1991). All
other scales fell within the .80 to .90 ranges.
Table 4.2—Panel A present’s descriptive statistics for the variables for the various
factors examined in this study. The overall mean of Superintendents’ SuperLeadership
Self-Rating is 208.56. This is greater than the Principal Perception of Superintendents’
SuperLeadership Style of 191.59. The overall mean of Principals’ Self-Rating on SelfEfficacy is 43.41 and for Job Effectiveness it is 60.84. The overall means of principal
ratings of Job Satisfaction as measured by Present Pay is 21.00, by Opportunity for
Promotion is 19.70, by Supervision is 49.80, by Work on Present Job is 48.30, by People
at Work is 48.07, and by Job in General is 44.27.
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Table 4.2: Descriptive Statistics

Mean

Std. Deviation

N

Superintendents
SuperLeadership Style Inventory

208.5625

12.68460

32

Principal’s Perceptions of Superintendents
SuperLeadership Style Inventory

191.5938

23.81767

32

Principals Job Efficacy

43.4063

3.97459

32

Principals Job Effectiveness

60.8438

5.00393

32

21.0000

3.92792

29

19.7037

5.66239

27

49.8000

6.25548

30

Work on Present Job

48.3000

3.31298

30

People at Work

48.0667

5.97081

30

Job in General

44.2667

4.59335

30

Principals Job Satisfaction

Present Pay
Opportunity for Promotion
Supervision

Table 4.3 presents the Pearson Correlation Matrix for the various factors
examined in this study. The Pearson Correlation, which produces Pearson productmoment correlation with significant levels and, optionally, univariate statistics,
covariances and cross-product deviations, was used to calculate significant levels for this
project (SPSS, 1988).
The completed data set for correlation analyses consisted of 32 pairs, one
Superintendent paired to a corresponding principal from his or her district. Sixty-six
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principals responded with their Perception of Superintendents SuperLeadership Style
Inventory. For some Superintendents, up to three principals’ responses was returned.
Only those principals who had provided complete data were selected for analysis.
For those Superintendents who had two or three responding principals with completed
data, random selection was used to complete the matching process. In addition, when
missing data occurred in either survey, the means of the series data points were computed
and analyzed.
There appeared to be no direct correlation between the Superintendent and his
Principal regarding the SuperLeadership Style of the Superintendent (r = .02). There was
a direct correlation between Job Effectiveness and Job Efficacy (r - .55). This
demonstrated a 30% shared variance between the two variables and suggests that the
higher a principal’s effectiveness, the higher level of efficacy the principal has.
There was no significant relationship between the Principal’s Efficacy and
Superintendents SuperLeadership Style (r = . 14). There was also no significant
relationship between the Principal’s Efficacy and the Principal’s Perception of his/her
Superintendent’s Leadership Style (r =. 02). Further, no significant relationship between
Principal Job Effectiveness and their Superintendent’s SuperLeadership style was
observed (r = -.01). Finally, no significant relationship was observed between Principal
Job Effectiveness and the Perception of their Superintendents’ SuperLeadership Style (r =
.03). What was interesting was the high correlation observed regarding the Principal’s
Perception of their Superintendents SuperLeadership Style on several sub-scales.
A significant statistical correlation existed between Supervision (r =. 86), Work
on Present Job (r = .66), People at Work (r = .69) and Job in General (r = .74).
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Work on Present Job had a significant correlation with both Pay (r = .39) and
Supervision (r =. 58). Responses to People at Work had a significant correlation with
Supervision (r = .50) and Work on Present Job (r - .69). There was a high correlation
between Job in General and Supervision (r = .64) as well as. Work on Present Job (r .66) and People at Work (r - .63).
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High and Low Peer Nomination Groups
•

Hypothesis 1: Those Superintendents who were identified a “SuperLeaders” by their
peers would have high peer nominations, would also be perceived highly by their
principals, and would have higher self-ratings.
Table 4.4 provides the analysis of variance for high and low peer nomination

groups. Peer nomination groups refer to those Superintendents who received high versus
low peer nominations based on the SuperLeadership characteristics attributed to them by
their peers, who are also school Superintendents. In addition, each of these
i

Superintendents was matched with a Principal from within his/her school district to form
a pair. In order to differentiate between the high and low groups, the means on the
Superintendent SuperLeadership Style Inventory instrument and the means from the
Principal’s Perception of the Superintendent SuperLeadership Style instrument were
calculated.

For classifying Superintendents into high and low groups, those who scored
above the mean of the group were placed in the high group, while those who scored
below the mean were placed in the low group. For example, the mean for the
Superintendent SuperLeadership Inventory instrument is 208.56. Accordingly, those who
scored above this mean (e.g., 208.74) were placed in the high group, and those who
scored below the mean (e.g., 208.31) were placed in the low group.
Analysis of Variance was used to determine if there were any significant
differences between the means of the two groups. The results of the analysis show no
significant difference in how Superintendents individually perceived their
SuperLeadership Style, regardless of their SuperLeadership group placement (F=. 009;
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p=. 927). This is not unexpected because individuals have a tendency to perceive and
rate themselves high.
However, the results of the analysis show a significant difference in the
principal’s perception of his or her Superintendent who was placed in the high or low
group (F=7.32; p= .011). The mean of the high group is 200.21, which is higher than the
mean of the low group, which are 179.0. This difference suggests that principals’
perceptions of their Superintendent differ from the individual self-perceptions of their
Superintendents. The possible reasons for this difference will be discussed in Chapter
Five.
The results of the analysis also tend to show the principal’s perception of his/her
Superintendent’s SuperLeadership to be consistent with those Superintendents who were
placed in the high and low SuperLeadership groups by their peers.
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Table 4.4: ANOVAs for High and Low Peer Nomination Groups
Measure

x High

x Low

F

P-v

Superintendent’s
SuperLeadership Style Inventory 208.73

208.31

.009

.927

Principal’s Perceptions of
Superintendents
SuperLeadership Style Inventory

200.21

179.0

7.382

.011

44.05

42.46

1.247

.273

Principals Job Efficacy
Principals Job Effectiveness

61.31

60.15

.408

.528

Present Pay

21.94

19.66

2.484

.127

Opportunity for Promotion

21.12

17.63

2.629

.117

Supervision

50.94

48.08

1.534

.226

Work on Present Job

48.84

47.36

1.407

.246

People at work

49.44

46.00

2.522

.124

Job in General

45.11

43.00

1.550

.223
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Table 4.5 provides the analysis of variances for the High, Middle, and Low
Superintendents’ Self-Report Groups. Thirty-two (32) Superintendents were grouped into
three groups—high (10), medium (12) and low (lO)-based on the means of the sum of the
scores from the responses for each self-report. Superintendents with self-reported scores
greater than 216 were placed in the high group. Self-reports with scores less than 215 but
greater than 205 were placed in the middle group. Finally, self-reports with scores of less
than 204, but greater than 186, were placed in the low group. The rationale for this
grouping is to examine how Superintendents who rated themselves high differ from those
who rated themselves as average/medium and below average based on the self-reported
SuperLeadership characteristics.
The results show a significant difference in the high, medium and low groups of
the Superintendents regarding their own perception of their SuperLeadership Style
the (F= 90.16; (DF = 2); p < .000). The post-hoc analysis shows significant differences
between the high and medium groups, and the high and low groups. The high group
differs from the medium group by a score of 15.41 (p <.000), and differs from the low
group by a score of29.30 (p <.000). The post-hoc analysis also shows that the medium
group has a significant statistical difference from the low group by a score of 13.88 (p

<.000).
In an attempt to examine whether principals’ perceptions of Superintendents
SuperLeadership Style are consistent with Superintendents’ perceptions of their
SuperLeadership Style, the principals’ ratings of the three groups were compared. The
results in (table 4.5) show that there was no statistical difference among the high, medium
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and low groups (F=. 635; p > .537) regarding principals’ perceptions of their
Superintendents’ SuperLeadership Style.

The principals who rated their Superintendent SuperLeadership Style show no
statistical difference in Job Efficacy (F=. 371; p >. 694), Job Effectiveness (F= .075; p >

.928) or Job Satisfaction as measured by Present Pay (F=1.782; p < .188), Opportunity
for Promotion (F-. 030; p > .971), Supervision (F-. 850; p < .439), Work on Present Job

(F=. 060; p > .942), People at Work (F=.090; p >.914) and Job in General (F=. 010; p >
.990).

Table 4.5: ANOVAs for High, Middle and Low Superintendents Self-Report Groups

x High

xMed

x Low

F

P-value

Superintendents
SuperLeadership
Style Inventory

223.50

208.83

194.20

90.16

.000

Principal’s Perceptions
of Superintendents
SuperLeadership Style
Inventory

191.80

185.41

194.80

.635

.537

Principals Job Efficacy

43.70

43.91

42.50

.371

.694

Principals Job Effectiveness 60.40

61.25

60.80

.075

.928

20.44

22.80

19.70

1.782

.188

Opportunity for Promotion 19.77

20.00

19.33

.030

.971

Supervision

50.20

47.80

51.40

.850

.439

Work on Present Job

48.50

48.40

48.00

.060

.942

People at work

48.30

47.40

48.50

.090

.914

Job in General

44.40

44.10

44.30

.010

.990

Measure

Present Pay
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•

Hypothesis 2a: Principals with Superintendents with High SuperLeadership Style,
based upon high and low peer nomination groups, would report greater job
effectiveness, higher self-efficacy and higher job satisfaction.
The results for table 4.5 indicates that there was no statistical significant

difference between the High and Low groups regarding the analysis of Principal’s Job
Effectiveness (F~. 408; p > .528), Job Self Efficacy (F=l .247; p <. 273), and Job
Satisfaction as measured by Present Pay (F=2.484; p <. 127), Opportunity for Promotion
(F=2.629; p < .117), Supervision (F=l .534; p < .226), Work on Present Job (F=l .407; p
<. 246), People at Work (F=2.522; p <. 124), and Job in General (F= 1.550; p <. 223).
•

Hypothesis 2b: Principals with Superintendents with High SuperLeadership Style
based upon Superintendents’ self-ratings would have greater job effectiveness,
higher Self-efficacy and higher job satisfaction.
In table 4.6 the results show that Superintendents’ self-ratings of their leadership

style do not differ whether they were grouped as high, middle or low (F=. 107; p > .899).
However, there was significant statistical difference between how the Principals
perceived their Superintendents SuperLeadership Style among the three groups (F=
18.85; p <. 000). For example, Principals rated high those Superintendents who were
placed in the high self-rating group, and Principals rated medium those Superintendents
who were placed in the medium group for self-ratings; and finally, Principals rated low
those who were placed in the low self-rating group.
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Table 4.6: ANOVAs for High, Middle, and Low Principal Rating Groups

Measure

xHigh

xMed

xLow

F

Superintendents
SuperLeadership
Style Inventoiy

209.62

207.35

209.40

.107

.899

Principal's
Perceptions of
Superintendents
SuperLeadership
Style Inventory

211.50

198.00

166.70

18.858

.000

Principals Job
Efficacy

45.12

42.42

43.401

.186

.320

Principals Job
Effectiveness

63.12

60.21

59.90

1.129

.337

Present Pay

22.28

20.25

21.00

.576

,569

Opportunity for
Promotion

22.00

18.36

19.55

.878

.428

Supervision

52.85

52.61

44.00

10.820

.000

Work on
Present Job

49.25

48.53

47.11

.938

.404

People at Work

50.57

50.07

43.70

5.191

.012

Job in General

46.85

44.38

42.30

2.203

.130

•

P-value

Hypothesis 3: Principals with Superintendents with High SuperLeadership Style
based upon Principals’ ratings would have greater job effectiveness, higher selfefficacy and higher job satisfaction.

In table 4.6, Principals who participated in rating their superintendents were also
examined to determine differences in their job-related characteristics: Job Self Efficacy,
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Job Effectiveness, and Job Satisfaction. The results show no statistical differences in
their ratings for Job Self Efficacy (F-. 1.186: p <. 320) and for Job Effectiveness (F=
.1,129; p <. 337); however, there was a statistical difference in Job Satisfaction as
measured by Supervision (F-l 0.820; P-valuer 000) and People at Work (f=5.191, Pvalue=. 012).
Post-hoc multiple comparison (Fisher LSD) shows that Principals’ Perception of
Superintendents Supervision in the high group was 52.85 and in the medium group was
52.61. The ratings were not significantly different between the two groups (p >.916),
however both were higher than 44.00 in the low group (p <.001).
Post-hoc multiple comparison (Fisher LSD) also shows that Principals’
Perception of People at Work in the high group was 50.57 and in the medium group was
50.07. The ratings were not significantly different between the two groups (p >.843),
however both were higher than 43.70 in the low group (p <.013).
Some aspects of Principal Perception regarding Job Satisfaction were not
significant among the four groups: Present Pay (F=. 576; p >.576), Opportunity for
Promotion (F=. 8.78; p < .428), Work on Present Job (F-. 938; p <. 404) and Job in
General (F=. 2.203; p < .130).

.iiliiMAl

The first section of the results describes the reliability of scales analysis.
The following instruments were used in this research project: The Superintendents’
SuperLeadership Style Inventory, The Principal Perception of Superintendent
SuperLeadership Style Inventory, The Job Satisfaction Inventory (JDI), Principal Self-
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Rating of Job Efficacy and Principal Self-Rating of Job Effectiveness. The results
demonstrated that all scales are reliable.
The second section of the results provides descriptive statistics and correlations
for the scales listed above. The data results show that there was no direct correlation
between Superintendents’ SuperLeadership Style and their Principals’ perception of their
Style influencing their behavior. There was a direct correlation between Job
Effectiveness and Job Efficacy. This demonstrated a 30% shared variance between the
two variables Job Effectiveness and Job Efficacy, and it suggests that the higher a
Principal’s performance, the higher the level of efficacy the Principal has.
What was interesting was the high correlation observed with the Principal’s
Perception of his/her Superintendent’s SuperLeadership Style Inventory on several sub¬
scales: Supervision, Work on Present Job, People at Work, and Job in General. This was
interesting because Supervision, Work on Present Job, People at Work, and Job in
General can be viewed as environmental factors that influence or impact the development
of principals.
Work on Present Job had a significant correlation with both Pay and Supervision.
Responses to People at Work showed a significant correlation with Supervision and
Work on Present Job. There was also a high correlation between Job in General,
Supervision, Work on Present Job, and People at Work.
The third section of the results provides the Analysis of Variance (ANOVAs) for
High and Low Peer Nomination Groups, the results of the analysis show no significant
difference in how superintendents individually perceived their SuperLeadership style,
regardless of their SuperLeadership group placement of high or low. However, results
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from the analysis imply that the principal’s perception of his or her superintendent’s
SuperLeadership is consistent with those who were placed in the high or low group.
The fourth section of the results provides the ANOVAs for High, Middle and Low
Superintendents’ Self-Report Groups and the ANOVAs for High, Middle and Low
Principal Rating Groups. The results show a significant difference in the high, medium
and low groups of the superintendents regarding their own perception of their
SuperLeadership Style. The post-hoc analysis shows significant differences between the
high and the medium groups and the high and the low groups. The results also show that
there was no statistical difference among the high, medium, and low groups regarding
Principals’ Perception of their Superintendents’ SuperLeadership Style.
The fifth section of the results describes the results of Principals with
Superintendents with high SuperLeadership Style based upon Superintendents SelfRatings and job effectiveness, self-efficacy and job satisfaction. There was significant
statistical difference in how the principals perceived their superintendents’
SuperLeadership styles among the three groups. The results also show no statistical
differences in their ratings of Principals’ Job Self Efficacy and Job Effectiveness.
However, regarding Job Satisfaction as measured by Supervision and People at Work,
there was a statistical difference.
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CHAPTER 5
CONCLUSION
This chapter comprises six sections. The first section provides a brief review of the
results. The second section provides a discussion of the results. The third section
describes the contribution of this dissertation to education and management research
literature. The fourth section identifies opportunities for future research and practical
applications. The fifth section identifies limitations of and lessons learned from this
dissertation. The sixth and final section provides a summary and conclusions.
Overview
This dissertation examined four main hypotheses. The first hypothesis examined
the differences between peer-nominated Superintendents identified as SuperLeaders,
based on the SuperLeadership criteria, and how principals perceived them as
SuperLeaders, and Superintendents’ self-ratings. The results show that Superintendents
who were identified by their peers as SuperLeaders also received higher peer
nominations. These identified and nominated SuperLeaders were also rated by their
principals as demonstrating a high SuperLeadership style compared to those who were
nominated and rated as Low SuperLeaders. Finally, results show that both high and low
nominated SuperLeaders rated themselves high on the SuperLeadership Style inventory.
This result raises several questions regarding superintendents’ self-perceptions,
nominators’ perceptions, and superintendents’ actually abilities of being SuperLeaders.
The second hypothesis (2a) examined whether principals with superintendents
rated with a high SuperLeadership style, based upon high and low peer nominations
groups, would report greater job effectiveness, higher self-efficacy and higher peer job
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satisfaction. The results from the research study showed no significant statistical
difference between the high and low groups in the analysis of the measure of Principal’s
Job Effectiveness, Job self-efficacy and job satisfaction.
The third hypothesis (2b) examined whether Principals with Superintendents with
High SuperLeadership Style, based upon Superintendents’ own self-ratings, would have
greater job effectiveness, higher Self-efficacy and higher job satisfaction. The results
show that Superintendents’ self-ratings of their leadership styles do not differ whether
they were grouped as “high,” “middle” or “low.” However, there was significant
statistical difference between how the Principals perceived their Superintendents
SuperLeadership Style among the three groups.
The fourth hypothesis (3) examined whether Principals with Superintendents with
High SuperLeadership Styles, based upon Principals’ ratings, would have greater job
effectiveness, higher self-efficacy and higher job satisfaction. The results show no
statistical differences in their ratings for Job Effectiveness and for Job Self Efficacy;
however, there was a statistical difference in Job Satisfaction as measured by Supervision
and People at Work.
I believe that the following patterns of results for this study occurred for several
reasons; one major reason is that this is the first study that addresses “SuperLeadership”
with school administrators in the U.S. and as a result the conceptual model of
“SuperLeadership” is new, and this new awareness can leave room for misunderstanding
of the model from the educational population. However, as one examines the results of
this study one can conclude that “SuperLeadership” is a vital model to use for more indepth analysis and for future leadership development initiatives for school administrators.
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It can have long term effects if more empirical studies were developed with the
application of SuperLeadership.
Discussion of Results
This section provides a discussion of the results in the following way; first a
discussion relating to issues to leadership, SuperLeadership, self-efficacy and self¬
leadership, finally contemporary issues for public education.
Leadership
The results of this study support the idea that leadership is vital to organizational
and individual performance regardless of the industry involved. This research search
continues to build on to the many studies of leadership and supports the ideas of Bennis
and Nanus (1985), Bums (1978), Yukl 2002, Bass & Stogdill 1981. It goes on step
further to support the current situation in public education and the new mandates of ‘‘No
child Left Behind”, which continues to create higher standards and demands for those in
leadership roles. Accountability for public school administrators, particularly, will
impact how leaders influence those who follow. Under the new educational reform the
way in which leaders learn how to lead will require professional development training
programs that fundamentally shift how they view leadership. This research also supports
Fullan (2002) article, which addresses accountability and responsibility in terms of
training, program evaluation and district wide accountability. New programs for public
school administrators can be created to encourage deep critical reflection and greater selfknowledge about themselves and their leadership acumen.
Reflecting upon the results of this research study, the researcher found it
interesting that when measuring job satisfaction, as regards the categories supervision and
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people at work, the data suggested that principals who enjoyed their supervision also
enjoyed the people in their working environments. This study did not demonstrate that
there was a direct correlation of Superintendents' SuperLeadership styles directly upon
their subordinates' performance, but it did and does support several aspects of the
SuperLeadership characteristics, particularly that: “SuperLeaders" create an environment
for others to thrive.”
If we examine the traits and skills of those superintendents who supervised these
principals, this propels the researcher to want to understand more about supervision and
working environments of the identified “SuperLeaders.” What is it about their traits
and skills that make them stand out so much that they are perceived by their
followers/subordinates as providing good supervision? Is it their self-confidence, their
ability to manage stress? Or is it the way that they listen or provide feedback, or their
ability to handle and resolve conflict? While this is the first study that looks at
SuperLeadership of public school administrators in an educational setting, I am sure that
these questions and many other questions regarding the behavior of SuperLeaders could
impact the literature on leadership, and leadership in public education.
SuperLeadership
For the researcher, a major concern that arose in this study was in hypothesis 1,
where peer nominations of Superintendents were compared to the Superintendents’ selfratings. The results of the analysis showed no significant difference in how
Superintendents individually perceived their SuperLeadership Style, regardless of their
SuperLeadership group placement on the spectrum. This was a concern because the
researcher did not really understand how all superintendents could rate themselves high
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when their principals rated them as something different. Was it due to the idea that they
each viewed their leadership styles as exceptional, or did the superintendents who
nominated their peers and those who were nominated have a clear understanding of the
conceptual model of SuperLeadership? The data collected in this study may suggest that
Superintendents may or may not have realistic views of their own leadership behavior.
According to Manz, (1986) the phenomena of all superintendents rating themselves high
could be seen as a contradiction to the model, because one primary goal is that
SuperLeaders and or those who are high self-leaders should be able to move “beyond
reduction of discrepancies from stands in one’ immediate behavior—it should address the
utility of and the rationale for standards that govern his or her behavior (Manz, 1986).
Perhaps, this issue was a potential problem for many while completing the survey.
Self-Efficacy
There was a direct correlation between job effectiveness and job efficacy, and this
suggests that the higher a principal’s effectiveness, the higher level of efficacy the
principal has. This supports previous research in the area of self-efficacy and
performance by Maddux (1995), Hill and Elias, (1990). This data could be used to
further endorse that learning is a development process and that self-efficacy can be vital
in developing future administrators. This is particularly important for skill development
for training individuals’ self-leadership skills. Acquiring effective self-leadership skills
requires periods of trial and error, and SuperLeaders are able to understand and help
facilitate this process. Bandura 1986, Schunk, 1987, supports this as individuals’ selfefficacy increase, they are then able to teach and assist others in the process. However,
this takes time and requires experiences for applications to occur. This data also supports
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Schwartz (1992) article, particularly when you understand that self-efficacy makes a
difference in how people think act and feel when faced with any task.
Contemporary Issues for Public Education
The prior research in leadership for public education has its limitations. Performance
expectations have changed as educators forge to the next level of education reform. This
is supported by studies by Fullan (2002), Educational Research Service 2000 and
Whitaker (2001). It will be imperative to challenge their thinking and personal beliefs
about who they are and those who follow them. This dissertation supports that
supervision, work on present job, and people at work, as well as the job in general, must
continue to be enhanced. Christie (2000) and Hertling (2001) further supported these
issues in previous studies. While it is primarily environmental factors that impact the
development of principals, it is still the Superintendent who sets the direction for the
district. If leadership and professional development is important, then Superintendents
will seek out the best professional development activities to help their school districts
increase performance. This dissertation has only touched the surface of what the impact
of research regarding SuperLeadership and how it can contribute to current public
education dilemmas. Still, this dissertation addresses something more fundamental~the
Self. As you examine the MOE for administrators, “the Self’ is never mentioned.
Perhaps it is an assumed concept and it is just not clearly defined. However,
administrators are still expected to perform with little care for the self. This research
extends prior research by Fullan 2002, Ferrandino 2001, Hertling 2001 and other
education researcher who address leadership development. This is a problem that needs
to be addressed, and this dissertation contributes to addressing the issue. I believe that
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administrators could benefit from hearing the voices of those school professionals
identified “SuperLeaders.”
On a different note, some of the questions from the survey addressed leadership
issues regarding relationships both professionally and interpersonally. How a person
thinks they are perceived versus how a person is actually perceived is vital information in
creating good relationships professionally and personally. Singer, M.S. 1989 and Bandura
1982. For leaders, it would make sense for them to have a clear understanding of what
their leadership style is and how their behavior impacts those around them. A true
SuperLeader would have this self-knowledge and would apply it on a daily basis, while
encouraging others to do the same Yukl 1988, Manz & Sims, 1991.
Contributions to Management and Education Literature
I believe that this dissertation has contributions to make to the fields of business
management and educational theory and research. The purpose of this section is to
describe these contributions. One contribution is to add to management literature by
creating an empirical study linking SuperLeadership, a management model of leadership,
with Public Education Administrators. This study extends the SuperLeadership literature
by applying the theory to public education. This study used professional subjects as
opposed to students, and it added to the validation of instruments for key
SuperLeadership ideas.
A second set of contributions is to Education literature. This dissertation
extended the Education literature on leadership in public education. It provides an
empirical investigation of SuperLeadership concepts that can be applied for future
practical purposes. In addition, this study has training-related issues that can be extracted
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and applied in leadership activities such as modeling, which has been key to professional
development as mentioned in the previous educational literature. Hopkin -Thompson
2002, support mentoring and coaching as one way to provide professional development
programming. Finally, this dissertation will also contribute to the educational literature
on supervision and creating healthy work environments.
Future Research
Future empirical research is needed to examine the following: Validation of
the SuperLeadership Instrument, its cross-functional uses for bridging Liberal Arts and
Sciences with Business disciplines. In addition, examinations of attitudes, perceptions
and preferential gender and racial differences can and should be explored to further
enhance research on SuperLeadership and Self-leadership. It would also be an important
research project to collect data from those individuals who were not nominated in this
study to provide a wider range of competencies addressing SuperLeadership skills.
Finally, cognitive, behavioral and developmental differences, when used with a broader
audience outside of the management field, could be helpful to many.
In regards to self-efficacy and job effectiveness/performance, more empirical
studies linking these two concepts together could contribute to performance-management
literature. Longitudinal Studies could be conducted applying SuperLeadership and its
constructs to children, teenagers and young adults in a variety of settings. In addition,
since people are living longer and jobs are more complex, this model can be applied to
training adults, elderly and career-changers for greater self-knowledge, self-leadership
and empowerment.
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The following observation was not directly a conceptual hindrance, but it can be
seen as an issue in the process for data collection* One of the first problems encountered
in this study was the use of technology. In the process of collecting data, initially
PERSEUS, a powerful software package that manages data in high volume, was used. A
dedicated website was created to manage all incoming data. The researcher believed the
use of technology was a faster and easier way to collect the data instead of the traditional
pen and paper method normally used to collect data. However, many problems were
encountered with this process~not from the software, the website, or the database, but
from the Superintendents’ lack of use of the electronic format. Some of the hindrances
that occurred were due to undeliverable e-mails, limited use or experience with such a
format, and limited capabilities of the technology of the schools. It appears that this could
also lead to a potential training issue that needs to be addressed, especially if research is
moving to a more technological base of data collection* There are three-research
question that need to address based on theses results. They are: 1) who is really using
technology amongst school administrators? 2) What are the interaction and the purpose of
technology and leadership for school administrators? And 3) Are school administrators
leading the pack on technology usage themselves? Do they model what they preach?
Practical Implications
Utilization of the SuperLeadership theory requires a strong sense of self internal
strength, determination, fluidity, optimal thinking and self-knowledge, as well as
empowerment and resilience, all of which are critical components that further support
effective leadership development. Leadership skills can be acquired when a person
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studies, understands or engages in the various elements of this model. When incorporated
into an individual’s leadership role, these yield the greatest effectiveness.
While the aforementioned statement addresses a work environment, this does not
preclude leaders* development in home or family situations, and it can even encompass
personal relationships. Effective leaders understand that empowerment of subordinates to
develop a strong sense self-leadership has its cost and its benefits. The benefits may be
stronger task commitment, increased opportunities for leadership development, reduced
administrative cost and better customer service. On the other hand, the cost could
decrease productivity when agreeable objectives and priorities are not clearly defined.
In essence, SuperLeadership and its constructs are useful for practical purposes
that can be used to enhance a person’s life. In regards to Training & Development, it is
estimated that organizations spend an enormous amount of money on leadership training- $3.5 billion, according to ASTD. While training many vary form one organization to the
next, SuperLeadership and its constructs can be used as a fundamental training and
development course. It can be customized for the following areas to yield the greatest
results: Superintendents’ training, Principal Training, Managerial training. Parent
Effectiveness training, Life Skills training, Counselor Education, Teacher training, and
Executive coaching and Career Development.

Limitations and Lessons Learned
As with all research, there are some limitations to capturing a true picture of
all of the data collected and examined. In the case of this study, there are a few
limitations that should be addressed. First, I will list the limitations and then I will
explain each from my perspective as researcher. The limitations that may have impacted
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this project are: bias in peer nominations and principal responses, differences in work
perspectives, demographic issues, and limited conceptual understanding of the term
“SuperLeader.” I will explain each limitation below including lessons learned as a
researcher.
Sample Population
Peer nomination mechanics maybe a potential source of limitations, since
individuals freely nominated their peers including themselves. There was no way to know
if peers nominated their personal friends, or if they had any personal bias regarding the
peer nominations. It was difficult to control the specific reasons or to show factual
evidence to support their peer nomination(s). Data was accepted at face value. Therefore,
some bias might have occurred in peer perceptions. Perhaps with time, resources, and
face-to-face access to Superintendents, additional data could have been collected. As a
novice researcher, not having an opportunity to meet, nor to inquire or question
superintendents directly left me sometimes wondering what exactly was observed or
experienced by those who made the peer nominations. In the future, I would like to have
the opportunity to have more detailed, in-depth interviews as a way to collect this data. I
t would also be helpful to create a more comprehensive study which will included
competencies of those individuals not nominated as SuperLeader.
In regards to principals, they also may have shown bias in their responses to
perceptions of their respective superintendents because of the nature of the reporting
structure; some may have used this opportunity to provide feedback that may or may not
have ever been expressed to or with their superintendent directly, and they could have
used this as an opportunity to express both positive or negative information. Also,
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because the nature of the roles, Superintendent and Principals are different, and
sometimes, when role expectations and requirements are not clear, differences in
perspectives may occur. Superintendents are responsible for the “Big Picture” regarding
educational management, and this differs from Principals, who have a more narrow
“school focus” or perspective. What one should do and be responsible for in theory might
not actually be what one does and is responsible to do. Sometimes, this could be due to
capacity issues, role ambiguity, or lack of accountability. These issues could impact the
principals’ perceptions regarding their Superintendents’ SuperLeadership Styles.
District size and levels of responsibility could influence one’s ability to be an
effective “SuperLeader.” The level of responsibility and the number of programs offered
at a particular school or district also impacts on management and leadership of both
Superintendent and principals. For example, analysis in this study did not address
whether the district was an urban, suburban or rural community. Service delivery,
program development, and resources are limited for many districts depending on their
size, and can impact the leaders’ performances. Therefore, some bias could have occurred
with these issues that were not specifically addressed.
Gender, racial differences, years of service and skill level in current roles may
have been a limitation or bias to this study. Data was collected on years of service and
years in current role. As for gender, racial differences, and skill level, data was not
collected for the purpose of this study; however, each of these demographic issues could
be potential limitations and should be addressed in fUture research. Demographic
information is important because it can provide additional information, and this
information can be used for a more in-depth analysis.
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Even though both superintendents and principals were made aware of
SuperLeadership, they may not be as developed in its use because the theory of
SuperLeadership has been used and applied primarily in business settings.
SuperLeadership and its concepts differ from traditional management models regarding
leadership. As a result, there may have been some bias in the conceptual understanding of
the SuperLeader concept. In addition, this is the first study that applies this theory to a
public educational arena. Some confusion may have occurred if participants did not fully
understand the criteria for being a SuperLeader.
Si IMIIIKH and Conclusion

In summary, this chapter addressed a brief overview of the results, followed by a
discussion of the results from the perspectives of leadership, SuperLeadership, self¬
leadership, self-efficacy concepts, and contemporary issues for public education.
Contributions to management and education literature were also addressed, as well as
prospects for future research and practical application from the results of this dissertation.
Finally, limitation and lesson learned brought this chapter to a close.
As the researcher, I would like to emphasize the importance of gathering and extending
knowledge about the topic of SuperLeadership in Public Education. Current research in
SuperLeadership has not yet been fully integrated in public educational research. The
concept of Self and SuperLeadership, particularly in regard to professional development
for administrators, has been limited. It is my hope that this dissertation can contribute to
future studies in SuperLeadership in public education.
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APPENDIX A.
WRITTEN CONSENT FORM

Dear Dr.__;
My name is Flavia L. Eldemire and I am a doctoral student at the University of
Massachusetts at Amherst. You are being invited to participate in a research study
designed to investigate the leadership development of Superintendents and Principals.
The title of my doctoral research is “Leadership Characteristics of Superintendents that
relates to the effectiveness of School Principals Leadership Capacity: SuperLeadership’s
Implications for Public Education.”
You are being invited on the basis of your leadership role as a school
administrator. The overall goal of this study is to gain an understanding of
superintendents’ impact on the development of principals and to examine if and how a
superintendent’s leadership capacity influences his or her subordinate’s leadership
development.
The information gained from this study may assist various educational personnel
in designing and implementing educational programs, staff development regarding
leadership development training programs, as well as recruitment and retention of
superintendents and principals. I feel that this information would be invaluable to other
individuals who want to develop their leadership capacity and for those aspiring to enter
the ranks of school administratioa Thus, the information obtained from this analysis
may in turn be used for publication purposes, presentations, and/or as instructional
materials for teaching on Leadership for Public Education.
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Your participation in the study would be greatly appreciated; however you do not
have to participate if you do not wish to. You may also withdraw from the study at any
time. You will be asked to anonymously complete a nomination form and you may be
asked to participate in a face-to-face interview that relates to the topic, and to provide
some background information.
All data from this study will be compiled and analyzed in such a way that only
summary results will be given; no single individual will be identifiable. I am extremely
committed to confidentiality; therefore in all written materials that I may use, I will not
use your name, names of people close to you, or the name of your school district or city
or any other identifying features. It is my belief that this study may be a beneficial
exercise to the participant’s growth as well, and you are encouraged to contact her to
discuss the study. If you with to discuss any aspect of this study, you may call 781-8913453 or 617-323-6783.

I, __have read the above statement and agree to participate
under the condition stated above.

Signature of participant

Signature of researcher

Date:

101

APPENDIX B.
SUPERINTENDENT NOMINATION LETTER
October 16, 2001,
Dear:
Please nominate any five of your Superintendent peers, including yourself, as those
individuals that demonstrate a majority of the leadership characteristics listed below.
Upon completing the nomination exercise, you should click the “submit button” to send
the information. The information collected will be held in strict confidence and will be
used for research purposes only. Please reply no later than October 31st.

1. Under his or her supervision the administrator is effective and sets organizational
goals, and standards of excellence for their school districts.
2. The manager or administrator possesses a systematic set of actions and mental
strategies leading to recognizable higher levels of performance that can serve as model
for others.
3. The manager or administrator encourages subordinates to set goals and help to
stimulate self-leadership in others.
4. The manager or administrator uses positive and constructive thoughts daily and is
optimistic about the future.
5.

The manager or administrator takes time to enjoy small successes.

6. The manager or administrator encourages collaboration and allows teams to come
up with creative ideas.
7. The manager or administrator encourages, supports and provides leadership,
resources and support to principals in his or her district.
Name of Superintendent (s)
1.

2.
3.
4.
5.

Thank you for completing the survey.
Flavia L. Eldemire
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APPENDIX C.
SUPERINTENDENTS LETTERS

February 15,2002

Dear:
I would like to congratulate you on being nominated by your peers as a superintendent
who demonstrates SuperLeadership Style in the Commonwealth of Massachusetts in a
recent survey in which you were also a participant. Thank you for your nominations in
the first phase of the study.
Your nomination ushered in the second phase of my research regarding the quality and
effectiveness of School Leadership. I have enclosed a short survey to assess
superintendents’ SuperLeadership Style, which I would like you to complete and return
to me in the enclosed self-addressed envelope by February 28.2002. Please be assured
that all information collected will be held in strict confidence and will be used for
research purposes only. Only aggregate data will be provided in the tables in the
dissertation or any subsequent publications.
Just as a reminder I am Flavia L. Ekiemire, I teach Strategic Human Resources
Management and other courses that address Leadership and Self-Efficacy Development
at Bentley College. Additionally, I am a Ph.D. candidate in the School and Counseling
Program at the University of Massachusetts-Amherst and I am conducting research on the
quality and effectiveness of School Leadership.
As a token of my gratitude for your participation in this survey, you will receive an
autographed copy of “The New SuperLeadership” by Dr. Charles Manz within two
weeks of my receiving the survey instrument from you. In addition, you will receive a
synopsis of the findings of this research upon request. If you have any questions,
please feel free to call me at 781-891-3453 (work) or 617-323-6783 (home).
Again, thank you for your participation.
Sincerely yours,
Flavia L. Eldemire, M.B.A,
Adjunct Professor-Management Department
Ph.D. Candidate - School and Counseling Psychology
Bentley College
(781)-891-3453

104

APPENDIX D.
LETTER TO PRINCIPALS
April 5, 2002
Dear .
Congratulations! Your superintendent was nominated by his/her peers as one of the Top 27
Superintendents in the State of Massachusetts demonstrating SuperLeadership Style. I have been
working on this project since the fall of 2000. This brings us to the final phase of completing my
research regarding the quality and effectiveness of School Leadership.
My name is Flavia L. Eldemire and I am a Ph.D. candidate in the School and Counseling Program
at the University of Massachusetts-Amherst researching the quality and effectiveness of public
school leadership. I also teach Strategic Human Resources Management and other courses that
address Leadership and Self-Efficacy Development at Bentley College in Waltham, MA.
Enclosed are several short surveys for you to complete. These surveys will assess:
•
•
•
•

Your perceptions of your Superintendents’ SuperLeadership Style
Your Job Efficacy
Your Job Satisfaction (JDI)
Your Job Effectiveness

Please complete all four surveys and return them together in the enclosed self-addressed envelope
by April 26. 2002. Please be assured that all information collected will be held in strict
confidence and will be used for research purposes only. Only aggregate data will be provided in
the tables in the dissertation or any subsequent publications.
As a token of my gratitude for your participation in this survey, I have enclosed a small gift. In
addition, you will receive a synopsis of the findings of this research upon request. If you have
any questions, please feel free to call me at 781-891-3453 (wk.) or 617-553-0017 (h).
Again, thank you for your participation.

Sincerely yours,

Flavia L, Eldemire, M.B.A,
Adjunct Professor-Management Department
Ph.D. Candidate - School and Counseling Psychology
Bentley College
(781 >-891-3453
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